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ABSTRACT 


The administration of public education in Canada has in 
recent years been developed on a regional basis. Rationales for 
the consequent restructuring of departments of education have 
referred to the need for regional cooperation and decentralization. 
Regional offices of education have been developed in most provinces 
to provide consultative services to school districts and to control 
and monitor public education on behalf of the provincial department 
of education. The regionalization of education, and particularly 
the establishment of regional offices of education are relatively new 
developments in Canadian education which could have a considerable 
impact upon pupils' classroom experiences and the functioning of 
departments of education. In the absence of any other guiding 
evidence, tera exists a need for a study to determine the extent 
of regionalization of education, its various forms and some of the 
perceived benefits. 

Three major research problems provided direction for this 
study. 

1. To what extent has a regional approach been adopted in the 
administration of public education in the provinces and territories 
of Canada in 1973? 

2. What are the major organizational and operational features 
of the regional offices of education where they exist in the various 
provinces of Canada? 
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3. Are there any commonalities which provide a basis for 
postulating a rationale for the regionalization of the administration 
of public education in Canada? 

The research design of this study incorporated the use of interviews 
and questionnaires as. techniques of data collection. Interviews were 
completed with a senior administrator in provincial departments of 
education and provincial teacher and school trustee organizations. 
The two questionnaires used were answered by an official who was 
usually responsible for field service administration in each 
provincial department of education. This study was primarily 
concerned therefore with mapping a profile of regionalism in education 
at the institutional level -- the level of the provincial departments 
of education. 

The data established that regional offices of education, with 
“a variety of organizational and operational features, exist in Alberta, 
Saskatchewan, Manitoba, Ontario, Quebec, New Brunswick, Nova Scotia, 
Newfoundland and the Northwest Territories. All units are basically 
an extension of the provincial department of education, act as an 
intermediary between local school districts and the departments, and 
are regional to the extent that they operate in an area smaller than 
the province. In all cases they are regarded by provincial 
departments of education as an integral part of the educational system. 
Seven developmental factors have been derived from an analysis of the 
stated rationales supporting the adoption of a regional approach to 
the administration of education in nine provinces and two territories. 
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Three organizational models which represent expressions of a 

regional form of administration are combined with these developmental 
factors as a basic rationale for regionalization of public education 
in Canada. Comparisons between provinces indicate that there is a 
hierarchy of regionalization using as a basis the degree to which 
responsibility for the administration of particular educational 
functions has been delegated to regional units. Recommendations are 
Peed for provincial governments, departments of education, and 


teacher and trustee organizations. 
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Chapter 1 
INTRODUCTION 


The purpose of this study was to examine and describe the 
extent of regionalization of administration of public education in 
Canada. In the various provinces and territories, this regionalization 
is expressed in diverse forms, and Figure 1 provides a summary of the 
most recent developments. Regional offices of education have been 
developed in most provinces to provide consultative services to 
school districts and to control and monitor public education on 
behalf of the provincial department of education. 

Stephens (1972) has used the term "profile" to describe 
regional agencies, and from his taxonomy various components have 
been employed in this study. In describing regional agencies 
lehege components refer to their extent, patterns of governance, 
objectives and functions, financing, staffing, physical facilities, 


inter-agency relations, legislative structure and assessment. 


THE STUDY 


Importance of the Study 


The restructuring of provincial and territorial departments 
of education to accommodate a regional approach to administration is 
a comparatively recent development. Rationales for these changes 
consistently refer to the need for regional cooperation and 


decentralization. 
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Regional cooperation. Emerging trends in society, and 
particularly in education, have fostered various forms of regional 
cooperation. Increasing urbanization has led to the development of 
high density central city areas surrounded by suburbs, with high 
concentrations of schools, teachers and pupils. At the same time 
the financial resources of small rural school districts have been 
depleted. The question has been raised, how do school systems cope 
with the consequent increased demand for educational services? In. 
addition, changes in educational philosophy have created demands for 
innovative programs and extra-curricular activities. Such factors as 
these have underlined the limited capabilities of small school districts 
and pointed to the need for a broader base of regional cooperation to 
make more effective use of financial and human resources. Stephens 
(1967a:16) noted the existence of some of these factors in the U.S.A. 
and emphasized the importance of a study of new educational agencies: 

Reorganization of local districts not withstanding, many 
school districts remain too small and inefficient to provide 


quality programs. Education has become extremely complex, and 
as its scope has broadened, many additional services have 
been demanded of it. Relatively few local districts are able 
to provide all essential services and programs. Increasing 
’ educational demands seem to cry out for a new kind of agency, 
or perhaps a changed role for an existing agency, the 
intermediate unit. 


Frequent reference is made to middle echelon or intermediate units. 
At this stage they may be simply defined (Campbell and others, 
1970:116) as: ". . . the office or agency in an intermediate position 


between the state department of education and local school districts." 
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Decentralization. Some observers claim that demands for 
greater participation and identification in administration are an 
expression of the social and political unrest which has characterized 
recent years. The following comment (Goldhammer, 1967:237) is an 
illustration: 
. . . our soctety ts tn a rebellton against paternalism. 
This is manifested in all segments of society and takes in 
various forms and colorations. The growing student unrest, 
the augmenting taxpayer's revolt, the new militancy of 
teachers . .. all are symptomatic of the fact that people 
are not happy to be subordinated to the will of others. 

As a means of meeting some of these demands, "decentralization" has 


mcOr politicians. 


become popular and has virtually created a "bandwagon' 
The creation of an intermediate agency between the provincial 

department of education and local school districts has been necessitated 
by the inability of small school districts in particular to meet 

- emerging needs and the importance attached to delegating functions 

in policies of decentralization. Most Canadian provinces responded to 
this need in the period 1965-1973 by decentralizing some of the 
functions of the department of education to regional offices of 
education. 

Contradictions and confusion. The associated literature refers 
to contradictions and confusion in the philosophical and Pneoreriea] 
framework of educational agencies operating at an intermediate level 
between the state and local levels in the U.S.A. For example, 

Campbell and others (1970:123-125) refer to "the general confusion 


regarding the function of the intermediate unit." The three 


alternatives they suggest to the intermediate unit (school district 
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consolidation, inter~district cooperation, and establishment of 
regional offices ee Othe state department of education) are already 
incorporated into currently operating units. Nault (1970:29) too has 
stated: 

The role and function of the modern state regional office 

has not yet been clearly conceptualized and defined, even by 

those state school systems provided with a R.O. [Regional 

Office | network. 
Nowhere is the confusion and contradiction more obvious than in the 
delegation of both regulatory and service functions. In view of the 
developments in the Canadian provinces which have established regional 
offices, clarification of this situation is important. If some type 
of intermediate unit such as the regional office of education is 
necessary, consideration should be given to its current status and 
structure if its proclaimed potential is to be utilized in improving 
Canadian public education. 

Regulatory and consultative functions. Part of the confusion 
surrounding the parahl i ehmene of some intermediate units, and 
particularly the regional office, arises out of the suggested need for 
it to perform some of its traditional functions as "an arm of the 
state.'' The regulatory function ascribed to some regional offices 
appears to be in conflict with the consultative function. 
Investigation of the need for regulatory functions will clarify why 
they are performed by an educational agency which many writers regard 
as essentially service oriented. 

The regionalization of education is a relatively new development 
in Canadian education which can have a considerable impact upon 
pupils’ classroom experiences and the functioning of departments of 


education. In view of the limited research evidence, there existed 
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a need for a study to determine the extent of regionalization of 


education, its various forms and some of the perceived benefits. 


Purpose of the Study 


Three general purposes arose from this introductory statement 
of the importance of the study. They provided direction and points 
of focus for the study and are stated here as problems and sub- 


problems. 


Problems. 1. To what extent had a regional approach been adopted in 
the administration of public education in the Sea 
and territories of Canada by 1973? 

2. What were the major organizational and operational 
features of the provincial regional offices of 
education? 

3. What commonalities provide a basis for postulating a 
rationale for regionalization of administration of 


public education in Canada? 


Sub-problems. Arising from Problem 2, various sub-problems provided 
the basis for the development of a profile of regional agencies. 
Profile components are defined in a subsequent section. 

1. Extent. To what extent had regional offices of education been 
developed by 1973? 

2. Governance. How were regional offices of education controlled by 
the provincial department of education? 

3. Objectives and functions. What are the objectives and functions 


of regional offices of education? 
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4. Finance. How are regional offices of education financed? 
5. Staffing. What are the characteristics of staffing in regional 
offices of education? 
6. Physical facilities. What physical facilities are used by 
regional offices of education? 
7. Inter-Agency Relations. To what extent are regional offices 
of education involved with other governmental and private agencies? 
8. Legislative structure. What are the characteristics of the 
legislation which has established regional offices of education? 
9. Assessment. a. What problems are perceived to be encountered 
in the operation of regional offices of education? 

| b. What benefits are perceived to be derived from 
the operation of regional offices of education? 

c. What plans and ae ade aed One exist for future 


development of regional offices of education? 


Definitions 
Several basic terms have been defined in the interview 
schedules and questionnaires used in this study and the literature 


review. They are restated here for clarity. 


decentralization. This term has two dimensions; a 
political dimension indicates the extent of potential 
decentralization of the political responsibility for education, 


and an administrative dimension has various sub-dimensions 


which reflect the multiplicity of functions performed by 


educational systems. 


a aa by Eee bat aakneda seit 
| ; ae a ial 6 
A esolta A tee thants Re eg ee sMyile at, agonal oft 4 
¥2o mt ‘ou irene ky atelaieiditn qagiro Higity, iia 
es | en perenne iis’ MA 20ay y ane Na be . ; 
Cin tyeorhy Mo agwl em shia sarin Lidicons wet. soe shu 
ica ide * eet OT aks aaa] ne, eisai a via ) 
«> \Thattegens ve senbhteivtinnpagie? ae ote 
oot here ad Qo baa. OBS 2gitaned ais iy } 
ey 9 /Sneketrowiae ad Ue e Sago me 
and Not tatxs endhioaey 7 Bits aia’ eit ibe! 
tool ve auf ohi 2 sail ne eS 
i 7 4 one . 
Berita alto ati a8 vist euny banal 
XN | 
wragased tlt ond rie eh ais) at Aaa G oF tmnmok ena 
| oe eo sam do oad hot nee seme el 
. eh 
ry ‘seabbubeld bw aad ayer mie ‘ 
feiityoiog to nore qty ensasiint fr bait rn | 
efilimout bata wikadste ann hve tsi tei ont, ‘gai : 
ait doe aniiat tay’ Gad ian | Syoaanan 
7 weary cocaah to! dh pubes feiw iain 
| ; a i re eres 
ae | | 
ny . i 


regionalization. This term is used synonymously with 
regionalism to describe the use of a territorial unit smaller 
than the province as a basis for the administration of 


education. 


regional office of education. A regional unit, smaller than 
the province, which exists primarily to provide consultative 
services and to exercise regulatory and inspectoral functions 


over local administrative units. 


profile components. The taxonomy used to describe regional 
offices of education consisted of the following components. 
1. Extent: a broad category used to describe numbers of 
regional offices, reasons for their establishment, numbers 

of personnel, the types of programs and services provided 

and the number of clients served. 

2. Governance: refers to the organizational arrangements for 
the control of regional offices by provincial departments of 
education. 

3. Objectives and functions: describe the ultimate goals of 
regional offices and the processes used to achieve them. 

4. Finance: this component briefly states the amount of 
money allocated by departments of education to regional offices. 
5. Staffing: describes the academic qualifications of 
regional office personnel, their allowances and benefits, and 
the nature of their involvement with tertiary institutions 


and professional organizations. 
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6. Physical facilities: includes an assessment of the 
adequacy of the physical facilities in regional offices. 

7. Inter-agency relations: the extent to which relationships 
have been established by regional offices with other 
governmental and private agencies. 

8. Legislative structure: this component attempts to 
establish if there is specific legislation in each province 
controlling the And een on of regional offices and the 
degree of flexibility it provides. 

9. Assessment: a ence category directed at an 
assessment of regional offices in terms of perceived success 


in decentralizing services, their problems and benefits. 


functions. Some of the functions that have been ascribed to 


regional offices are defined as follows: 


administrative function: the regional office acts as a 
"branch office" for the department of education in disseminating 
and collecting information and in performing basic clerical 


tasks. 


developmental function: the provision of programs directed 
primarily at the development of school personnel by means of 


workshops, seminars and regional conferences. 


inter-agency cooperation function: shared use of resources 


and formulation of policies for the region in cooperation with 


other government and non-government agencies. 
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monitoring function: the regional office acts as ''the eyes 
and ears" of the department in keeping it informed about 


educational developments in various regions of the province. 


regulatory-evaluatory function: ensuring that school 


programs, teaching and school administration meet required 


regulations and expectations. 


service function: specialized services which can be 
provided more efficiently, effectively and economically than 


can be accomplished by individual school districts. 


Regional cooperative: a regional educational cooperative is not 
mandated by legislation and attempts to coordinate the resources of 
constituent school districts to provide educational services. Asa 
voluntary agency it claims to protect the autonomy of school districts 


while providing the benefits of a complex agency. 
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Chapter 2 


REVIEW OF RELATED LITERATURE 


This chapter provides a review of literature concerned 
specifically with the decentralization of education in intermediate 
educational units. A more comprehensive listing of sources is 
provided in the bibliography of this research study. 

An introductory section attempts to expose some of the 
difficulties in clarifying the concepts of decentralization and 
regionalism. Reference is then made to features of intermediate 
units in Canada and the United States, followed by a listing of 
various definitions and structural forms of educational control. 
Subsequent sections focus on the need for intermediate units, their 
objectives and functions, problems encountered, their benefits and 


predictions for future development. 


TWO KEY TERMS 


Decentralization 

The increasing popular use of "decentralization" highlights 
the misuse of what appears to be a simple term. A recent proposal 
(Chapman, 1973) attempts to clarify the centralization-decentralization 


debate and suggests that the two terms are so global and ill-defined 


that they have ceased to convey any consistent meaning. 
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Conceptual difficulties. A doctrinal approach (Fesler, 1965) 
to decentralization illustrates how it is regarded as a weans to 
the achievement of a number of end values, but by close association 
with certain of these values it appears to have been transformed 
into a value in its own right. Throughout this approach, there 
is a tendency to link, then merge decentralization and democracy. 
Fesler also considers three methodological problems in moving 
discussions of decentralization from generalities to a degree of 
precision. In the first place a linguistic probiem arises because 
our language dichotomizes "centralization" and "decentralization," 
which easily converts to a polarization and antithesis. There are 
also problems of measurement, and difficulties in eiereredeiar ta 
degrees of decentralization at a given time. Much of the literature 
fails to specify the context of the decentralization being considered. 
Considerations of the size of educational systems also make comparisons 


difficult. 


Different approaches. In the study of specific organizations 
structural analysts have referred to centralization (Blau and 
Schoenherr, 1971; Hage and Aiken, 1967; Meyer, 1968; Pugh, 1968, 
1969). Another type of approach (Hanson, 1972) attempts to use a 
wider systems perspective. Walker (1972) recognizes that the 
concept of centralization - decent Tiere is more than uni- 
dimensional. From Walker's (1972) idea, Chapman (1973) has proposed 
that a political dimension indicates the extent of potential 


decentralization of political responsibility for education. 
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An administrative dimension has various sub-dimensions which reflect 


the multiplicity of functions performed by educational systems. 


Regionalism 
In 1966 Dehem (1966:158) stated: 


Regional policy has become, in recent years, an emotionally 
charged concept. It has mobilized much good feeling and has 


been imposed upon governments as an urgent task to be performed. 


Unfortunately, the good feelings and intentions have, and as is 
often the case, preceded good reasoning and, consequently, good 
practice. 
Since this comment was made, limited progress appears to have been 
made in refining regionalism as a concept in educational planning. 
The related literature that has been reviewed tends to equate 
regionalism with decentralization, there is often no definition of 


regional boundaries and there is an emphasis on the activities of 


agencies such as regional educational co-operatives. 


Definitions. The following statement (Canadian Council on 
Rural Development, 1968:36) has been accepted as an appropriate 
detinition for this study: 
We regard a region as a territorial unit, which occupies an 
intermediate position between the local and [ provincial | 
levels, comprises a network of socio-economic activities 
focussed around a centre and which is capable of self- 
‘development. 
In the United States, some regional units are organized on a single 
county basis, others cross over and frequently include several 
counties, while the "regions" used in most regional office systems 


in Canada consist of administrative zones of the department of 


education embracing several school districts. 
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Rationale. Egner (1970) and Kohl and Achilles (1970) indicate 
that the use of a regional basis for planning and policy decisions 
in education, as well as in other fields, has been brought about 
by the inadequacies of the traditional school unit of administration, 
and the increasing demands for services from schools which have 
generated new concepts in organization. The following concerns 
have been expressed by Egner (1970): 
In education, as well as other fields, regionalism is necessary 
to obtain efficiency of the operation and organization, to 
achieve equality of educational opportunities, to accomplish 
equity in financing and to generally improve the effectiveness 
of the educational program. 
A similar position has been adopted by Zukowsky (1970) in emphasizing 
the contribution of regionalism: 
Regionalism is no panacea for reducing the burden of providing 
quality education nor diminishing the role of the Education 
Department, but it can help equalize that burden and promote 
more effective local contributions in both money and efficient 
management by enhancing the capacity of local districts to 
perceive the extent of the problems themselves. 


INTERMEDIATE OR MIDDLE ECHELON UNITS IN CANADA 


AND THE UNITED STATES 


Most of the literature on intermediate units and regionalism 
in education emanates from the U.S.A. While extensive reference to 
the United States situation can be criticized, there is a legitimate 
ee for comparison with developments in Canada. In Canada 
the development of middle-echelon units has typically involved 


the establishment of regional offices as extensions of the provincial 
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department of education. This form has rarely been established in 
the U.S.A., with the exception of small, predominantly rural states 
such as New Jersey. However, intermediate units in both countries 
have common characteristics -- they are part of the state system, 
they are generally service-oriented with provision for 

regulatory functions, and are becoming increasingly organized on 

a regional basis. A potential area of debate on the Canadian 

unit is the extent to which it represents a distinct middle echelon, 
as opposed to an extension of the provincial department of 
education. 

An historical summary of the evolution of the intermediate 
unit in the U.S.A. mentions the following features (Campbell and 
others, 1970:120): 

1. There has been a growing recognition of education as a state 
function and the need for a workable number of intermediate 
offices to facilitate communication between the state and a 
great number of local school districts. 

2. In the early stages the intermediate unit was seen 
essentially as an extension of the arm of the state department 
of education. 

3. Over the years, there has been a gradual transfer of the 
functions of the intermediate office from a lay board to a 
professional or semi-professional officer. 

4. Progress toward making the intermediate office more than a 
perfunctory one has been slow, for people resisted any 
encroachments upon their exercise of control of education at 
the local district level. 

5. In recent years, the intermediate unit has come to be 
viewed by many people as an agency to provide to small local 


school districts services which they cannot ordinarily provide 
for themselves. 
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STRUCTURES FOR EDUCATION 


The criticism that the present pattern of school governance 
is obsolete is discussed by Goldhammer (1968:96). Critics have 
pointed out that the present system may have been appropriate in a 
time when most people lived in rural communities and communication 
was Slow. Although local school districts are unlikely to be 
abolished altogether, Goldhammer suggests that "one objective 
should be to acquire a better balance between central and local 
control.'"' Five generalized models are illustrated in Figure 2, and 
a detailed analysis of each is to be found in the original text 
(Goldhammer, 1968:97-114). 

Hughes (1971) has considered similar pressures being exerted 
on school systems, and notes that until recently the predominantly 
used solution has been consolidation. However, the intermediate unit 
and/or educational cooperative is seen as a superior solution. The 
Interpretive Study of Educattonal Cooperatives (Hughes, 1971) is an 
analysis and synthesis of formal cooperative activities in education, 
including intermediate educational service agencies, voluntary 
education cooperatives, school study or development councils, and 


school-industry cooperatives. 
DEFINITIONS 


The intermediate unit is usually defined as some type of 


educational unit operating between local school districts and the 
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State department of education. Brewin (1968) suggests eight basic 
principles for a working definition. Intermediate educational units: 


1. provide assistance and sensitive leadership to local school 
districts without interference in local administration of those 
districts. 


2. aid each district to develop the highest possible degree of 
independence through suggested refinements of their local 
organization and operation. 


3. assist districts to develop optimum cooperation. 


4. act as a liaison agent between local school districts and 
the department of education. 


5. cooperate with the department of education in promoting 
maximum cooperation among all intermediate units. 


6. seek to improve the working relationships of the combined 
districts with other organizations and agencies serving the 
children and youth in its area. 


7. keep abreast of and initiate leadership in educational 
changes. 


8. work cooperatively with districts and other agencies to 
reinforce the public concept of democratic procedures. 


Definitions used in the literature vary in the. perceived 
emphasis given to particular functions, as illustrated, by these 
approaches. 

Consultative, regulatory, and inspectoral functions. 


A unit smaller than the state which exists primarily to provide 

consultative, advisory, or statistical services to local basic 
administrative units or to exercise certain regulatory and 
inspectoral functions over local basic administrative units. 
(U.S: Office of Education,, 1953: 2) 


Consultative functions. 


The intermediate unit is that echelon of a three-echelon state 
education system (school district, intermediate unit, and state 
education department), which provides consultative, advisory or 
education program services to school districts... . The 
intermediate unit provides ancillary services necessary to 
improve the state system of education. 

(Pennsylvania State Department of Education, 1970) 
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Regional service functions. 


The term regional educational service agency or (RESA) will be 
employed here in reference to this emerging type of educational 
unit in that the term more adequately describes three fundamental 
concepts characterizing the units: namely, they are regional 
in geographic area, frequently extending beyond the political 
boundaries of a single county; the units are essentially 
organizations with a posture of service to constituent local 
school districts rather than agencies designed primarily to 
perform administrative and regulatory functions for the state 
education agency; and the agencies are legally constituted 
components of the state school system. 

(Stephens, 1972:33) 


An intermediate unit, a state agency, a service center, anda 


regional—based agency. 


The state regional education office .. . is simultaneously: 


- an intermediate unit, in the sense that it is specifically 
established and designed to function between the state 
department and the local administrative unit, serving both 
agencies; 


- a state agency, in the sense that it is an extension of the 
S.D.E. [State Department of Education] and that it must perform 
regulatory functions as an arm of the state; 


- a service center, in the sense that its main orientation and 
purpose should be chiefly for the provision of services to 
local administrative units. 


- a regional based agency, in the sense that the officials in 
charge are encouraged to adapt programs and services to more 
nearly meet the specific needs of the broad-based socio- 
economic community they serve and to involve their various 


clienteles in these program adaptations. 
(Nault, 1970:10) 


NEED FOR INTERMEDIATE EDUCATIONAL UNITS 


Differences of opinion occur in the literature on the need 


for intermediate units. The major considerations are noted below. 


Inadequacies of Small School Districts ~ 


Goldhammer (1968:73) notes that educational programs have 
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been improved, schools have increased in size, and many small 
districts have disappeared because they are no longer viable: 


However, the evidence indicates that there are still many 
rural areas in which the provisions for education are 
notoriously inadequate in terms of modern needs, and (only 
recently recognized) many town, urban and suburban school 
systems that are failing to provide adequate programs of 
education for substantial numbers of children and adults. 


In an Iowa study (Stephens, 1967c:7) major needs in the 
provision of elementary and secondary education were related to 
limitations in local school districts emanating from inadequate 
enrolments. Eighty percent of the districts had a total enrolment 
of less than 1500 students, which had repercussions on the feasibility 
of producing comprehensive programs. Reorganization reduced the 
number of local school districts in Texas, but in 1967 less than 
ten percent of the districts were large enougn to offer essential 

services (Brockette, '1967:163). Morphet (1971:21) provides 


several criteria for the size of regional service agencies: 


Regional service agencies should be large enough to provide 
basic services on a more economical and more effective level 
than local districts alone can provide them. They should be 
small enough that travel from the fartherest part of the region 
to the regional headquarters does not require more than one 
hour, with exceptions allowed for regions having unusual 

‘population sparsity and/or geographic conditions. Many shared 
services can be provided economically for pupil populations 
ranging from 50,000 to 100,000, but some services such as 
electronic data processing and educational television will 
require a much greater population for economical operations and 
quality services. The system should provide for grouping of 
regions for the provision of certain services. 


Coffin (1968:26) believes that the administrative framework of 
education tends to reflect the assumptions and constraints of a 


bygone era, and concludes that "the administrative support system 
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has not been realigned in keeping with the requirements of emerging 
curricular and operational patterns."’ Because reorganization of 
school district boundaries has been unable to provide total 
enrolments sufficient to justify the highly specialized services 
required in education, Isenberg (1971:62) sees the regional service 
agency as the most viable approach: 

What confronts those state school systems made up largely of 

small districts, then, is finding an economical and effective 

way to provide various types of specialized service 

Of the several approaches attempted by states or local areas 

up to this time, the regional service agency is by far the 


most viable when value is placed on maximizing of local 
control as on program quality. 


Elimination or Reconception 
Campbell and others (1970:135) pessimistically suggest 


that ''the intermediate unit is not performing a vital role in 
American education and that it should either be eliminated or 


reconceived." 


Local District Autonomy 
Concern about the perpetuation of intermediate services is 

expressed by Isenberg (1966a:7). Intermediate unit services should 
not be used as a substitute in school districts which otherwise 
require reorganization, nor should they be continued when school 
districts become capable of providing their. own local services. 
A different approach (Goldhammer, 1968:73) questions the legitimacy 
of this concern about local control; 

The cherished concept of local responsibility and control of 

education is already seriously challenged in some quarters, 

partly because it has been more of a myth than a reality in 


many communities. As one indication of the challenge facing 
education, one might well consider the fact that there are 
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those who seriously advocate the transfer of many aspects of 
the education program from educational institutions to 
other agencies not of an educational nature. 


Limitations and Needs of State Departments of Education 


Discussion of the need of intermediate units often overlooks 
the inadequacies and new leadership role of state departments of 
education. Referring to several issues, Nault (1970:19-26) mentions 
(a) the questionning of the effectiveness of state agencies, (b) 
the need for more forceful leadership, (c) a broader service role, 
(d) the need for long range and comprehensive planning, and (@€) 


the existence of regional disparities. 


OBJECTIVES AND FUNCTIONS OF INTERMEDIATE UNITS 


Early Functions 


Knezevich (1962:153) notes that the functicns of the 
intermediate unit in its early development were essentially 
administrative, statistical and supervisory. Acting as Van) armor 
the state," it was created at a time when public education was 
limited to elementary education, and when most schools were of the 


one-teacher variety. 


Service Function 

Since the initial emphasis on control and ek ae pia the 
functions of the intermediate unit have undergone a change (Hooker, 
1970:57): 


That change is a transition from the regulatory function to the 
service function of intermediate units ... . The service 
function has reshaped the intermediate unit. The states that 
have not shifted to this idea have seen the intermediate unit 
drop out of a significant place in the education structure in 
their state. 
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Morphet (1971:21) relates the service function to the commitment held 
by state education departments for the intermediate unit: 


There is strong agreement .. . that the primary orientation of 
the regional agency should be toward service rather than toward 
regulation. There seems to be no reason why branch offices 
cannot be made to be service oriented with little or no 
regulatory responsibilities if there is a strong commitment on 
the part of the state department of education to do so. But 
there is the strong possibility that regulatory functions will 
creep into responsibilities of branch offices more readily than 
into locally controlled service agencies. 


In a recent study (Teter, 1972) of the perceptions of school 
superintendents towards the planning services which may be provided 
by an intermediate service unit, one recommendation emphasized the 
need to "maintain the status of a service-oriented, non-regulatory 
intermediate unit." A similar study in Iowa (Yonke, 1970) found 
that 'the area of provision of consultative services was substantially 
agreed upon as being an intricate facet of the role and function of 
the conceptualized regional educational service agency." An 
‘earlier statement noted that some of the apparent confusion surrounding 
the functions of the regional office of education is the result of the 
expectation for it to perform regulatory functions. Nault (1970:14) 
believes that: 
To stress the service function of the modern R.O. [Regional 
Office] as its primary raison d'étre is not to deny the need 
for it to perform some regulatory functions as an arm of the 
state education authority. By its very nature, the S.D.E. 
[State Department of Education] must perform regulatory 
functions and these are crucial in the administration of the 
state education system. However, such functions should be 
secondary in the R.O.'s mandate and should not be allowed to 


dominate the service role. 


However, for Isenberg (1971:68) there is an incompatibility: 
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throughout most of their history they have exercised 

supervisory, regulatory and reporting functions 

The evolution of the intermediate unit as a regional service 

agency during the past 20 years has raised many questions 

about this role, however. Some people feel strongly that 

regulatory authority is not compatible with a service concept. 
Morphet (1971:20) has reviewed the advantages and disadvantages of 
various approaches to intermediate units and notes that in Washington 
the regional service agencies have been delegated a considerable 
number of regulatory functions; 

These regulatory responsibilities make it difficult, if not 


impossible for the regional agencies to perform and gain 
acceptance as service agencies. 


Emerging Functions 
In a study of regionalism in education, Stephens (1972) 
visited several "exemplary" regional educational service agencies 
and found that programs and services were characterized by (a) a 
high degree of specialization of staff or facility requirements, 
(b) requisite technology, and (c) a high cost factor or low pupil 
incidence. Examples of programs and services (Stephens, FOF 2 3,) 
included: 
specialized instructional programs and services, special 
education programs and services, staff development activities, 


subject matter consultant services and curriculum development 
activities and research and development programs and services. 


PROBLEMS ENCOUNTERED BY INTERMEDIATE UNITS 


A major problem encountered by intermediate units appears to 
have arisen because of their position between the state agency and 
local districts. Campbell and others (1970:123) suggest that the 


unit is on trial: 
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Possibly the intermediate unit of school administration has 
always been on trial. Jt may be that any unit which attempts 
to find a place between the legally fixed responsibility for 
education at the state level and the jealously guarded 
operation of schools at the local district level is inevitably 
in trouble. 


Morphet (1967:286) indicates that concern for preservation of local 


control has led to some opposition to the establishment of intermediate 


units, with officials of larger school districts frequently 
expressing the view that they do not need the services that are 
provided. A frequent criticism of administrative reorganization in 
education is that changes have been considered in isolation from 

the total system. Isenberg (1966:3-5) calls for an analysis of the 
characteristics and functions of the intermediate unit in relation 

to the state system -- "We must begin thinking, and with more clarity 
than we have in the past, in a state system way." As part of a 
three-echelon state system of schools, the intermediate unit involves 
_a delicate balance of relationships, so that "when we tinker 
substantially with any segment of it, the other levels are affected." 
One comment pertinent to the regulatory-service function debate of 
intermediate units is made by Babcock (1965:5) in stating that "we 
downgrade the office when we let it become submerged in routine and 
details which might better be handled at the district level or 
abandoned entirely." A perceptive analysis of the problems 
encountered by Regional Offices is presented by Nault (1970:65-79). 
Conceptual problems arise because the allocation of functions to the 
regional office calls for a total re-examination of roles, functions 
and responsibilities in the system, vague terminology is used, and 


regional administration inevitably cuts across established 
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jurisdictional boundaries. Operational problems focus on the 
insufficient delegation of authority, role ambiguities and excessive 
expectations. Finally, jurisdictional problems revolve around 
existing administrative and legal requirements. Nault (1970:78) 
states: 
The myth that the state education chief executive must 

stand responsible for every decision, perhaps more than any 

other single factor, is deterring state administration from 

utilizing the policy and decision making process ina 


creative manner to accommodate for regional differences and 
regional administration. 


BENEFITS RESULTING FROM INTERMEDIATE UNITS 


The literature refers almost entirely to situations in the 
U.S.A., but with increasing interest in regionalism in Canada, 
reliance on the proclaimed benefits of intermediate units perceived 
by systems in another country is considered to be inappropriate. 
Nault (1970:60) refers to the difficulty in stating distinct benefits 
of intermediate units in Canada because of their short period of operation. 
From a comprehensive study of the multi-county regional educational 
service agency in Iowa (Stephens, 1967c:36-39), some major benefits 
have been listed. As an intermediate agency, it: 


1. Protects and promotes local control and determination in 
public education; 


2. Equalizes and extends educational opportunities; 


3. Assures efficient and economical operation of many 
educational programs; 


4. Improves the quality of many educational programs; 
5. Provides a needed change agent in education; 


6. Promotes the restructuring of school government consistent 
with developments in the public and private sectors; 
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7. Improves coordination of local, regional and state-wide 
educational planning. 


FUTURE OF INTERMEDIATE UNITS 


To discuss the future of the intermediate unit, is as 
Emerson (1965:19) suggests, mere speculation, but with some provinces 
already involved in a restructuring of their educational systems, 
assessment of the future role for intermediate units in Canada 
cannot be based on evidence largely derived from the situation in 
the U.S.A. Some writers have seen the intermediate unit as 
particularly appropriate in a rural setting. In Alberta, the 
attempt to equalize services between rural and urban areas has 
received high priority. Campbell and others (1970:138) call for 
more cooperation and integrated planning in solving urban-rural 
educational problems. Isenberg (1966:26-27) some time ago felt that 
the traditional intermediate unit had to be restructured, revitalized 
and expanded if it were to perform worthwhile functions. Emerson 
believes (1965:19) that the intermediate unit has a healthy future, 
although a "major transfusion" is needed. Morphet (1971:23-24) refers 
to the developing cooperation with other service agencies and the 
need for coterminous boundaries. 

In many states regional agencies are being formed to serve 
purposes other than education. This regionalization is receiving 
strong support from the federal and state governments. The 
logic that supports the establishment of various kinds of 
regional service agencies with their emphasis upon cooperation 
and shared services also supports the desirability of cooperation 
among service agencies. Sharing of electronic data processing 
and in the collection of statistical information about regional 
population characteristics seem to be among the initial areas 


in which inter-regional and inter-agency cooperation might prove 
profitable. For this reason, it would be desirable that the 
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boundaries of regional education service agencies be made 

coterminous with the boundaries of other types of regional 

service agencies. 
Stephens' study (1972:39-40) of exemplary units revealed eight areas 
in which extensive relationships with other governmental subdivisions 
had been developed. 

1. joint employment of personnel. 

2. joint\use of facilities. 

3. active participation in regional planning commissions. 

4. administration of cooperative purchasing programs. 

5. administration of central data processing facility centers. 


6. administration of staff development programs. 


7. administration of regional programs and services for minority 
groups and the disadvantaged. 


8. acting as the liaison agent between the educational units and 

area wide health, welfare and civic groups in both public and 

private sectors. 
Similar trends have been observed by Isenberg (1971:69). He suggests 
that for the Sena: regional agency, (a) geographic areas and 
population bases will be larger, (b) there will be an attempt to 
involve the larger cities, (c) service programs will achieve a 
higher order of sophistication and quality, (d) closer relationships 
will: develop with non-educational institutions, and (e) agencies will 
operate with more flexibility and variability than ever before. 
Isenberg's (1966) earlier call for restructuring, revitalization and 


expansion of the intermediate educational unit appears to have been 


answered in view of his most recent (1971:69) prediction. 
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The demonstrated effectiveness of the approach to complex 
service needs, actions resulting from studies already complete 
with recommendations, and the adoption of the concept by states 
desperately seeking a working delivery system for educational 
programs will assure the strengthening of existing agencies 

and the creation of new ones. 
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Chapter 3 
RESEARCH METHODOLOGY 


The research procedures used in this study are outlined in 
Chapter 3. Prior to this, reference is made to the type of research 
design employed, and some considerations concerning the use of 
interviews and questionnaires are briefly noted. The first section 
of the methodology describes the selection of the population and 
the justification for the particular approach adopted. Procedures 
used in the development of the research instruments are then outlined, 
followed by the stages in collecting data and the method of data 
analysis. A final section itemizes some of the delimitations, 


limitations and assumptions inherent in the study. 
RESEARCH DESIGN 


In classifying various types of research design, the common 
problem of usage of accepted terminology occurs. This study is what 


Kerlinger (1967:393) regards as survey research: 


Survey research is that branch of social scientific investigation 
that studies large and small populations (or universes) by 
' selecting and studying samples chosen from the population to 
discover the relative incidence, distribution, and interrelations 
of sociological and psychological variables. 
Best (1970) too sees this type of study as survey research, but 
includes it with the case study in the broader category of descriptive 
research. The basis for this distinction in descriptive research is 
that the survey is extensive and cross-sectional, while the case study 


is intensive and longitudinal. 
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The research design of this study incorporated the use of 
interviews and questionnaires as techniques of collecting data. Some 
of the limitations and requirements in the use of these techniques 
are worth noting. Two research instruments used (Baste Data 
Questtonnatre and Regtonal Office Questtonnatre) included questionnaire- 
type items to obtain factual information, as well as opinionaire-type 
items to measure attitudes. However, measuring attitude from 
expressed opinion is difficult when the researcher has to rely on 
what the subject says are his beliefs. Some limitations of this 
approach have been noted by Best (1970:173), and were evident in 
this study: 

The process of inferring attitude from expressed opinion has 
many limitations. An individual may conceal his real attitude, 
and express socially acceptable opinions. An individual may 
not really know how he feels about a social issue. He may 
never have given the idea serious consideration. An individual 
may be unable to know his attitude about a situation in the 
abstract. Until confronted with a real situation, he may be 
unable to predict his reaction or behavior. 

While most of the data in this study were collected by 
questionnaire, the use of this technique was not regarded as a 
separate basic method, but rather as an extension of the interview. 
Interviews were used in the study to focus on five major issues. The 
warning issued by Gorden (1969:17) -- "To the uninitiated, interviewing 
is just 'talking to people'"' -- was heeded, and in order to establish 
content comparability, the researcher used a moderately structured 
interview. Some measure of comparability was required when analyses 
were designed on an interprovincial and interorganizational basis. 


The geographic separation of informants also emphasized the importance 


of obtaining optimal data, as follow-up interviews would have 
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been difficult. Experimental studies have shown that different 
respondents sometimes read different meanings into the same question, 
and therefore are actually answering different questions. If the 
researcher is aware of this, additional questions may be introduced 
beyond the structure imposed by the interview schedule. 

Thirty-five interviews were planned for this study and the 
question of note-taking and tape-recording was considered. Intense 
note-taking can distract the interviewer in his task of listening 
to the respondent, and may give the respondent the impression that 
he is not receiving full attention. Other reasons for not using a 
tape recorder are the high cost of tapes and machines and the time 
required for transcribing and recording relevant data. Despite 
these disadvantages, the following considerations supported the use 
of a tape recorder (Gorden, 1963:177). 

The more complex the information, the less the method should 


depend upon the interviewer's memory. The more rapid the 
flow of relevant information, the less we should depend upon 


taking long-hand notes... The greater the significance of 
the precise words used and the order in which ideas are 
expressed . . . [and] the more important it is for the 


interviewer to devote full attention to the respondent to 
obtain optimal interpersonal relations, the more important 
it is to use the tape recorder. 


SELECTION OF THE POPULATION 


Reference was made in Chapter 1 to the increasing 
regionalization of public education in Canada, the consequent 
restructuring of provincial departments of education and the limited 
reported research in this area. A study of regionalism in education 
may take the approach of evaluating, for example, the benefits at 


the classroom level of the services provided by a system of 
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regional offices. Although this approach at the "managerial" and 
"technical" levels is a vital one, evaluation becomes difficult when 
objectives at the "institutional" level are not established first. 
Parsons uses these organizational terms, and the following 
interpretation has been offered by Goldhammer (1968:79,82,85): 
The institutional level of the organization (that is, the 
level at which legal responsibility rests) is the center of 
policy making authority and has as its central function the 
responsibility to relate the organization to the broader 
(and emerging) society of which it is a part and also to 
other social systems with which it is associated. 
The managerial level is concerned with the implementation 
of the general policies of the organization, the establishment 
of uniform operating policies throughout the organization, 
and the maintenance of quality control through supervisory 
services and the provision of co-ordinating mechanisms. 
The technical level of the organization is responsible for 
performing those basic and essential tasks for which the 
school district is established -- that is, providing the 
instructional programs and supportive services pertaining 
thereto... .. . The key personnel in this level are the 
principals and the teachers. 
This study was primarily concerned with mapping a profile of regionalism 
in education at the institutional level -- the level of the provincial 
departments of education. Interviews were restricted to deputy 
ministers, associate deputy-ministers or delegates, and questionnaires 
were completed by officials nominated by the deputy minister or his 
associate. The discussion of Glenny and others (1971:32) on 
procedural issues in establishing planning systems for the co-ordination 
of higher education provides some support for this concentrated approach 
at the institutional level: 

The public interests of the state, that is, assumptions, 


goals, and means for achieving the goals, must be established 
before institutional and subsystem plans are constructed. 
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Respondents for interviews in provincial departments of education were 
deputy ministers or delegates at senior administrative levels. 
Gorden (1963:106) refers to the "special respondent," as: 
- « . any person who gives information directly relevant to the 
objectives of the study .. . his unique position qualifies 
him to give special information, either on his own thoughts 
and actions as he functions in that particular position, or on 
his observations of others feelings, thoughts, and actions 
from his special vantage point. 

The necessity of establishing assumptions and goals at the 
state level has been noted, but in order to make inter-level 
comparisons among provinces, representatives of teacher and school 
trustee organizations were selected to provide an additional source 
of interview data. These groups of respondents were important 
particularly in the limited assessment made of regionalism in this 
study. The perceptions of senior administrators in teacher and 
trustee organizations were assumed to be typical of the attitudes 
of the populations they represented. For Gorden (1969:107), the 
"representative respondent" is described in these terms; 

[He is] chosen because he is Ztke other respondents, in that 

he belongs to a certain category, universe or population. 

The representative respondent, as one of a sample of 

representatives from the same class, contrasts with the 

special respondent who might be the only member of his 
special class to be interviewed. 


An analysis of the positions held by interview and questionnaire 


respondents is presented in Table l. 
DEVELOPMENT OF RESEARCH INSTRUMENTS 


The interview schedules and questionnaires used in this study 


are included as Appendices B, C and D. Their major components were 
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derived from a review of the associated literature and comparable 


studies of regionalism. 


Interview Schedule and Questionnaire Construction 


Five major issues were selected to form the basis of the two 
interview schedules. Questions were identical on the two schedules 
with minor variations to adjust for the different groups. Richardson 
(1965:44) recommends that after the schedule has been developed, 

a pre-test be conducted on a random sample of respondents to determine 
whether individual questions and their sequence, have the same meaning 
for all respondents. Because of the small population involved, an 
alternative procedure was used which included a pre-test conducted on 
four faculty members of The Department of Educational Administration, 
The University of Alberta, and on a senior official of the Alberta 
Department of Education. 

Preliminary forms of the questionnaires used in this study 
were first submitted to 13 doctoral students and four faculty 
in The Department of Educational Administration. The basic structure 
of the questionnaires was retained in a revised version, with changes 
being made in the wording of various items to clarify their meaning. 
This second revision was then submitted to a senior official of the 
Alberta Department of Education for comments particularly on the 
accessibility and confidentiality of data, and the length of the 
questionnaires. As a result of this examination, minor revisions were 
made before the questionnaires were printed in their final form. 

A summary of the research problems as presented in Chapter 1 
and the instruments used to collect data for each are presented in 


Figure 3. 
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COLLECTION OF DATA 


Data for this study were collected by means of interviews 
and questionnaires administered during the period September - 
November, 1973. Initially, a personal letter was sent in June - 
July, 1973 to all provincial deputy ministers of education and 
executive directors of teacher and trustee organizations, notifying 
them of the scope of the study, requesting their cooperation and 
specifying the nature of the assistance required. Thirty-five 
separate contacts were established and all indicated their willingness 
to cooperate. The names of these organizations and the positions 
held by respondents are listed in Figure 4 and Table 1. In the 
responses, other personnel below the level of deputy-minister or 
executive-director were occasionally referred to as being a more 
appropriate concn and subsequent communications were addressed 
to these delegates. 

In September, 1973, a letter (Appendix A.1) was sent to all 
provincial deputy ministers (or associates) seeking an interview. 


The Baste Data Questtonnatre and Regtonal Office Questtionnatre 


(Appendices C, and D) were attached to a covering letter (Appendix A.2). 


Interviews were also sought with teacher and trustee organizations 
(Appendix A.3). On receiving notification of an interview date, 
this was confirmed by letter to which was attached a copy of the 
proposed interview schedule (Appendix B). 

All interviews were completed during the period September - 


November, 1973. Respondents were asked for permission to use a 
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. ORGANIZATION 


British Columbia ‘Department of Education 
British Columbia Teachers’ Federation 
British Columbia School Trustees’ Association 


Alberta Department of Education 
Alberta Teachers' Association 
Alberta School Trustees' Association 
Alberta Catholic School Trustees’ Associations. 


Saskatchewan Department of Education 
Saskatchewan Teachers’ Federation* 
Saskatchewan School Trustees' Association 


Manitoba Department of Education 
Manitoba Teachers' Society 
Manitoba Association of School Trustees 


Ontario Ministry of Education 
Ontario Teachers’ Federation 
Ontario School Trustees' Council 


Quebec Ministére de 1' Education 
Provincial Association of Protestant 
Teachers* 
Provincial Association of Catholic Teachers* 
Quebec Association of Protestant School Boards 
Federation des Commissions Scolaires 
Catholiques 
La Corporation des Enseignants de Quebec 


New Brunswick Department of Education* 
New Brunswick Teachers' Association 
New Brunswick School Trustees’ Association 


Nova Scotia Department of Education 
Nova Scotia Teachers" Union 
Nova Scotia School Boards' Association 


Prince Edward Island Department of Education 
P.E.I. Teachers' Federation 
P.E.I. School Trustees’ Association* 


Newfoundland Department of Education 
Newfoundland Teachers’ Association 
Newfoundland Federation of School Board 
Associations* 


Northwest Territories Department of Education 


Northvest Territories Teachers' 


Association 


Yukon Department of Education 
Yukon Teachers’ Association 


Canada Canadian Teachers’ Federation* 
Canadian School Trustees’ Association 


Figure 4 
Organizations Contacted as Data Sources 


*No data provided 
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tape recorder and if they would prefer to change the order of questions 
on the interview schedule. In all cases this permission was granted, 
and the established order of questions followed. When interviews 

were completed at provincial departments of education, the Baste Data 
Questtonnatre and Regional Office Questtonnatre were collected where 
possible and checked for completeness. In six cases, interviews could 
not be carried out and respondents were again contacted by letter and 
invited to respond to the set of questions on the interview schedule. 
Two of these cases involved organizations that were unknown prior 

to the collection of data and were later identified by other 
respondents. Of the 40 organizations surveyed, five did not reply 

to the follow-up letter, and these are indicated in Figure 4. One 
national organization (Canadian Teachers' Federation) considered 

that interviews would be more appropriately conducted with its 


provincial organizations. 
TREATMENT OF DATA 


Recorded interviews were transcribed to an interview summary 
sheet designed to incorporate the six sections of the interview 
schedule. Where statistical responses were required, they were 
presented as frequency counts or percentages. Remaining data were 
tabulated according to the various profile dimensions presented as 
research problems in Chapter 1. To prepare the profile of regional 
offices of education in Canada for Chapter 13, data for each province 
were summarized according to the nine profile dimensions and compared 


for meaningful differences. 
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DELIMITATIONS, ASSUMPTIONS AND LIMITATIONS 


Delimitations 

This study was delimited to nine profile dimensions which 
arose from a review of the literature. Data obtained from provincial 
departments of education were limited to that supplied in interviews, 
questionnaires and reports. Interviews were restricted to deputy 
ministers or a delegate, and questionnaires were completed by a 
senior administrator in a supervisory or field service division of 
the department of education. The data from teacher and school trustee 
organizations were limited to an interview with a senior official in 


each province. 


Assumptions 


Some assumptions were made in relation to the collection of 
data. One assumption was that all respondents understood the various 
questions, had access to related information and ot ee this 
accurately and comprehensively. Most respondents applied considerable 
time and effort to the research questionnaires and interviews. Where 
this application was not evident it was reflected in the completeness 
of data supplied. In addition, the assumption was made that the 
wording of questions on interview schedules and questionnaires 
constituted an identical stimulus for each respondent. This study 
was designed to describe policies and attitudes towards regéonalism 
in education at the institutional level, and this assumed that all 
respondents presented an organizational rather than a personal 


viewpoint. 
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Limitations 

Some of the limitations of this study are inherent in the 
delimitations and assumptions previously noted. The perceptions of 
school board members, superintendents, principals, teachers and lay 
people are all pertinent in the area of decentralization of education. 
This study was limited in its scope by being restricted to the 
institutional level of public systems of education in Canada. In 
addition to the reasons used to justify this approach in the section 
on Selection of the Population, considerations of feasibility in 
completing this study and in permitting adequate analysis are 


relevant. 
ORGANIZATION OF SUBSEQUENT CHAPTERS 


Data for each province and territory in Canada are presented 
in Chapters 4 - 12. The extent of regionalization in fhe administration 
of education is presented by developing a profile of the regional 
office of education or other regional administrative structures. The 
data are arranged according to the profile dimensions suggested by 
the research sub-problems, followed by a brief analysis of the 
perceptions of senior administrators in provincial departments of 
education, teacher and trustee organizations. Commonalities existing 
between the various provinces are noted in Chapter 13. The final 
chapter contains a rationale for the regionalization of public 


education, some recommendations and conclusions. 
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Chapter 4 
REGIONAL OFFICES OF EDUCATION IN ONTARIO 
EXTENT 


Establishment 

As part of a policy of decentralization in the administration, 
of education, the Province of Ontario was divided into ten regions in 
1965. A map of educational regions and the location of Regional 
Offices in 1973 is presented in Figure 5. Initially, supervisory 
personnel for elementary schools were decentralized, so that the 
institution of Regional Offices resulted in a certain centralization of 
these personnel. On the other hand, secondary school inspectors were 
centralized and the establishment of Regional Offices decentralized 
these personnel. 

The process of regionalization in Ontario was regarded by the 
Ministry of Education as "evolutionary.'' Small local school boards 
combined with township school areas, and continued consolidation into 
large county boards of education enabled these boards to supply their 
own inspectors. Because program consultation was also needed, a 
system of Regional Offices was designed by the Ministry of Education 


to meet various needs. 


Organization 


Administration of the Regional Office system was the 


43 


in : ad eit i A Nic) Athy J pe ut a ate a 1 a ") 
{ ; ; bh if t ui x i ha ti (Ou hs 
i = y| | van 7m + 


i! Aya 


conmwimee) set Vermcaeth ay aca ave 


+ at ways iy) Sales 


eed aS lane Res) 


oe 


i 


abnee of eh Olt siete rat + eat tial & ‘ten 


by 
ita 


a | | | 
vOorwen Tas Fn BeOS ea eel oti ioe ia! ob haat it 
woes ; t Sans 


: He 

ohsee® do detaaeed ez fae Yaa Lis lbw opti ‘_ 
’ ‘ ais rk dh , 

AeA. ow Deere e 1th id Haare AM: at 


Ay pi a 
A Dede oe  KNe Reese) aod i feotiar conn et 
aiteetkest tad migoves 6 al bet vget Beebe eaehat § 
mind teed eaten Low.d ya! es bund xaritG aul 
pun) bey saeae eset 10: dat pFReM Ra, i ni wh 
. i as ' 1 

wits vai yeitrnia ge * pie, ie ‘shee i; * aahinded dei, i 
+ hes 
aber foloiioe Lisa 7 idsad! | | YHanor jutowes an no saan ; 
1 ee 
eae Heksebs hemage Pen Acts bri shai Doris o's elena 
{fas Vl Geren wa alerning vat evar Hold eovhe) Fa spud : 


& (Rabon DeLG | Sie betas ce ipl seaanoe 


fines 


t ' at J ’ } i \ 


aad aio eines saitia tehelgd iis to ssa ih 
Bb HN 1 | 
; an ) lot SRY 


: Meret a '., i nee ro 


44 


€/61 SoTazeqUO UT suOoT33y TeUuOT JeONpyY 


G o1n3sTy 


Pas Oo». 
a“ 
Se 
®, 
x3SS3 ‘ AZTTeA 
es BAeI30 ‘OT 
VYON3N CL uzeISeT °*6 
Ava “ . 
u3ONNHL 3 Teijquse) yseq °g 
oe NOLEWI 
ran TeaqUus)D ISOM *L 
= \ xaS32700IW 
FauLEYIeD “I py auosxo & *3 : . 
; ae erezetIn °9 
M a ‘ I 
L ae > fs 
. wy 00/JBIEM ~ é 
NOILYOd WIDIHLVd me ty °°! HLu3Id =D / UIBISIMPTW °C 
NOLIViy® BG i 
ee ae ee y y UI9ISIOM *H 
4 NOLONITIIAN é NOUNH ‘ 
Wd A \ 
s wy G nk UIBISPIYURAON °€ 
“ D: Nig3sd0 CH my. Ga \ 
OuvrAg) Se i e 
af I titd 3 awvnssonn ) mene J | ; ULeYyIAOUPTW *Z 
fe on : ZL eo 328 ‘ UIIISOMYUIAON °T 
iN <) = AjUu9S \ 
Ls AQ i, 202M ne : 
Leet Ls Of \ satTaepunog Ajuno g — 
sain 2p HONOYORYILID  yinoL DIA y ‘ 
¥ om Red °) , NOYOHM INYT \ ; 
gor al hen, r r} 
oon a Sees *s *9 ; ‘ soTiepunog [Teuotsoy = 
ARIVIANIVIN sg oo Ran x \ 
oo N XYVNVI \ \ aed ae : 
eS \swannty 9 P.. A NoLUNanvH Ley Wp \ SOoTJJO TeuoTSoy s 
YOIS, ~“NOLIIUVD Ot Ww ~~" \ WA AA We 
mee SRA el 10% . at 4 NUOYCI9 
7 AYYVONIID assay ALNIWdIDIN F << ; P Ps 
ec bee M3UIN3Y sa , 
me} os ae > 4 
way 1109S3ud oe \ O° x) | 
aes ‘S p ONNOS Auuvd 
AIS ‘ ONISSIdIN 


2 2 \ c a 
heg Yon 
AWNEANS 


Lae, 

Rye a oe 
‘ i i) ive Mis ‘| 
\ ; bine eee 


¥) oe if 
liye a ope: wi ha « loeyimalomae iberemnpen 

7 td 7 Wt i a 
if ) het p Dye 


i 
'o) 
: Z ] 
; i 
» | 
ei 
¢ i" \ 
pe i 
| ae 
‘ ‘Digi ON if ; 
} ie | a! 
BNL sinc 
} hj hel ie y i] 
{ } mr :) 
i i | ie! A i 
, ade 
, + , oe { cane 
y j va 
is ' ere, : 
j t Venda o+§ 
‘ . a ir ete 
by i i 
ha j 
hat : - 
4) i i 
me i f ’ 
Mie } "i 
| ae 
i? 
E / 
y ‘ 
lf 
} 
| i 
: yh, 
i 
i jf a 
at / f w 
Jf we sy 
md Vg ; 
~ ; ‘ ON i / a inv 
er | Mi oasee Mi fs 
\ ‘ B hen o,. ye ‘a 
v : \ - \) eet } met ? wa i el i 
es tr yA. % 
i ot ane n Oe” ae 
a 4 be AL 42 by je 1 Ate 7 t 
| py 5 4 ae ir wes, Soa ny " . A if 
Pos a ih ' Hh Per sy Dal a y! ‘ 
0 y > oes f “ cprd Ng Lay) a -, ad 
ee ema a ip jeg i ya 
[ n i) £60 ire caer if ee | 3 Ma 
ee ee 2 
4 Pom Wee oa Tah ¢ Fi ray 3 
: + Ap, ie iy z bad bd oe 
- iat i i i 
i ©. Oh) ee A, ae, Crees j ' 
; Kot a ' 
‘ i 1 f ty) Uae 
i Uy \ NM ius Pw emeretealh — — = . ars eae came + ka esses tomb 
Fi ‘ i eae iM oid H ay ' 
ie i r ‘ 7! be) 
110) Galan ve ; P ——o 


45 


responsibility of one of three divisions in the Ministry of Education 
as illustrated in ee 6. The Director of the Curriculum Services 
Branch is responsible for administration of Regional Offices. The 
functions of this Branch eee (Ontario Ministry of Education, 


B97 2bs24): 


To interpret guidelines, to assist teachers and administrators 
in the development of educational programs, to seek to improve 
teaching and school programs, and to obtain reactions from 

the field in connection with program policy. 


Personnel 


The positions and numbers of administrative and supervisory 
personnel in the Curriculum Services Branch and a Special Services 
Education and Resource Center are illustrated below. 


Curriculum Services 


Director i Clerks, General 2 
Educational Officers 24 Clerk, Typists Z 
Secretaries Je Clerk,, Stenographer 14 
Special Services Education and Resource Center 

Special Services Coordinator 1 Remedial Consultants 4 
Child Development Conslts. 2 Speech Therapy Conslt. Il 
Senior Psychologist a Library Consultant uf 
Psychometrists 3 Audio-Visual Conslt. 1 
Referral Officers 3 | Audio-Visual Techn. 5 


Remedial Supervisor 1 | Driver 1 
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Staffing patterns for the ten Regional Offices are set out in Table 2 
with salary levels for selected positions. Each Regional Office was 
administered by a Regional Director, an Assistant who was also the 
District Superintendent of Secondary Schools, from 16 - 21 Program 
Consultants, Provincial Area Superintendents of Elementary Schools, 
and a wide range of support staff. Program Consultants were 


appointed to the following areas: 


Commercial English Geography 
Guidance History-Social Studies French 
Learning Materials Mathematics Music 
-Physical Education Primary Education Moderns 
and Health Special Education Science 
Senior Education Classics 
Art Junior—-Education 
Home Economics Occupations 
Italian & Spanish Intermediate-Education 
Technical-Industrial 
Arts 
Clients 


The numbers of school jurisdictions, schools, teachers and 
pupils served by each Regional Office are provided in Table 3. Any 
attempt to determine ratios of Regional Office program consultants to 
teachers by using Tables 2 - 3 needs to consider the consultative 
staff employed by large school boards. For example, the Toronto 
Board of Education employs 21 Supervisory Officers, 191 Consultants 


and 138 "Other Professional Staff'' -- Psychologists, Psychiatrists, 


Social Workers, Counsellors (Ontario Ministry of Education, 1972a:111- 


112). Using the numbers of consultants only for each Region, ratios 
have been determined in relation to the numbers of schools, teachers 
and pupils per consultant, and are illustrated in Table 4. Some 
indication of this ratio and related attitudes is revealed in the 


following report by three Regional Directors (Steele, 1972:3). 
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Presently we are able to provide one Consultant for 490 
teachers. If one adds to this number, the administrative 
staffs, school poards, and parents that a Consultant relates 
to also, it is obvious that the total number of Consultants 
available in the Province is minimal. If this direct service 
were to be implemented by a headquarters staff instead, would 
this mean that each representative of that staff would have to 
relate to approximately 5000 teachers and administrators, or 
does it mean that the headquarters staff would have to increase 
tenfold in size to provide the same service? 


Programs and Services 


A comprehensive listing of programs and services in the Baste 
Data Questtonnatre (Appendix C) was incorporated to determine their 
ee in Regional Offices. While this item provided limited 
discrimination between the various provinces, the following data were 


revealed for Ontario. 


Pupil and staff personnel services and programs. A distinction 


was made between programs.and consultative services provided by the 
Regional Office. 

1. Operating programs. All listed programs were normally 
provided by school boards, with some being available in isolated 
areas from the Regional Offices (psychological service to students, 
speech screening, hearing screening and in-service workshops for 
professional staff). 

2. Consultant services. Consultant services were available in 
all listed areas either through the Regional Offices or in some cases 
as specific responsibilities of the Ministry of Health (nursing and 
medical service) and Ministry of Community and Social Services. A 
comprehensive listing of consultative services in instructional 
programs has been referred to earlier in the analysis of Regional 


Office personnel. 
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General administrative services and programs. 


1. Operating programs. There were no operating programs provided 
by Regional Offices, each being the responsibility of school boards. 

2. Consultant services. In the areas of maintenance of buildings, 
pupil transportation, secretarial service, legal matters, teacher- 
administrator-board relations and school district reorganization, 
services were "not available and not planned for future." Public 
relations for local districts was one area considered to be "available 
but inadequate for present demand."’ All other areas listed were 


assessed as being "available and meeting present demand." 
GOVERNANCE 


The Regional Office in Ontario was regarded as "the delivery 
arm of the Ministry of Education." In this sense it could be 
regarded as an extension of the Ministry, with all personnel 
responsible through the Regional-Director to the Assistant Deputy 


Minister (Education Administration). As a state agency "it provides 


an on-site interface between the community and all aspects of 
curriculum implementation, guidelines, facilities and special 
projects." No provisions are made for local election or appointment 


of representatives to a governing board. 
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OBJECTIVES AND FUNCTIONS 


There is provision for each Regional Office to develop 
objectives to reflect regional needs, but the following statement 
(Steele, 1972:8) represents a common purpose. 


1. To provide educational leadership within the region. 

2. To develop a close and fruitful partnership with school 
boards of the region, and to keep the Minister of Education informed 
as to regional needs. 

3. To provide supportive services to school jurisdictions to the 
end that 

(a) every effort be made to ensure, to the maximum possible 
degree, equal educational opportunity for the children 
of the Region. 

(b) the instructional and administrative personnel of our 
school systems may avail themselves of the guidance and 
advice of experts in a wide range of areas of education. 

(c) local authorities may be encouraged and assisted to 
improve and develop their school systems and programs 
in keeping with the changing and evolving conditions 
and demands of our society. 

4. Wherever it is compatible with 1, above, to provide directly 
to school jurisdictions those necessary services or materials which 
they could not be expected to provide for themselves. — 

5. To ensure that provincial policies and assistance are applied 
equitably over the Region, and that communication between local 
juridictions and the Department may be available at the "grass 
roots" level. 


Ranking of Functions 


Respondents to the Regtonal Office Questtonnatre (Appendix D) 
were asked to rank a minimum of six functions in order of importance 
and to indicate their importance within the total framework of 
Ministry policy. Variations occurred in the interpretation of stated 
function definitions. Provision was made in the questionnaire for 
the inclusion of additional functions, and in some cases these 


additions could have been implied in the stated definitions. 
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Functions rated as ‘'very important."’ The following functions 


were rated as very important and are ranked in order. 
Rank 1. Curriculum Guideline Implementation and Review. 
Support for this function stated that "a child's educational 


' and the "growth and comprehensive 


experience is his curriculum,’ 
development of our children is one basic aim." 

Rank 2. Developmental Function. This function was considered 
to be very important because "the teacher guides a child's school 
experiences" and in order "to assure an optimum experience all 
teachers must have access to professional development opportunities." 

Rank 3. Administrative Function. The need for the local 
community to have close access to Ministry of Education personnel 
was used as support for this function. 

Rank 4. Monitoring Function. Monitoring was rated as very 
important because to "assure equal educational opportunity the 


Ministry must be aware of any anomalies in the development of school 


boards' programs." 


Functions rated of "moderate importance." The following 


functions were ranked fifth and sixth in order of importance.. 
Rank 5. Inter-Agency Cooperation Function 


Rank 6. Service Function. 
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Function rated of "slight importance." The function ranked 


last and rated of slight importance was the Regulatory-Evaluative 
Function. Reasons for this low priority in Regional Office functions 
mentioned that the "regulatory function is carried out in the main 
by the Supervisory Officer of each board," and these Officers have 


"a direct responsibility to the Minister of Education." 


Resource Allocation 

Respondents were asked to estimate the percentage of 
financial and human resources allocated to the various functions 
just considered. Some apparent anomalies occurred in this item. 
The function rated of prime importance (Curriculum Guideline 
Implementation and Review) was not included in the allocations, and 
the Service Function which was rated of slight importance and given 
second last ranking was estimated to consume 60 percent of resources. 


~The allocations provided are listed below: 


Function Percentage of Resources 
Administrative 5 
Developmental 10 
Inter-Agency Cooperation i 
Monitoring 10 
Regulatory 5 
Service 60 
Other: Correspondence 9 
FINANCE 


Actual expenditures and budget estimates for 1973-74 for 
Regional Services provide an indication of the role of Regional 


Offices of Education within the total framework of the Ministry 
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of Education. Estimated expenditure for education is indicated in 


the following Table. 


Table 5 


Estimated Budgetary Expenditure (Social Development 
Policy Field) for 1973-74, Ontario 


Ministries Total Budgetary 
Expenditure 
$ 
Social Development Policy 522,000 
aleve & Universities 807,401,000 
Community & Social Services 483,756,000 
Education 17374,,531,500 
Health 2,192,416,000 
Total 4,858,626,500 


Of the $1,374 million allocated to Education, the Divisions of 
Education Development and Education Administration were to receive 
approximately $1,280 million. Regional Offices are within the 
responsibilities of the Education Administration Division, and a more 


detailed analysis of estimates is presented in Table 6. 
STAFFING 


In Stephens! (1972:38) profile of Regional Educational 
Service Agencies, “excellence in staffing'"’ was found to be a 
"dominant characteristic" with agencies having "some of the finest 
assemblages of truly outstanding professional staffs to be found 


anywhere in the nation." 
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Qualifications 


The qualifications required for unaatt nent asa Regional 

Office consultant in Ontario include at least seven years of successful 
experience, a teaching certificate and a degree. Area Superintendents 
require in addition an Inspector's Certificate, business staff have 
accountancy training and Community School Consultants have training 

in recreation. The following list of Degrees held by Regional 
Directors, Program Consultants and Provincial Area Superintendents 
provides one indicator of the quality of staffing in Regional 


Offices in Ontario. 


Degree No. of R.O. Staff 
Bachelor's Degree 119 
Two Bachelor's Degrees 39 
Bachelor's + Master's Degree 98 
Doctorate _ 4 


Allowances, Interchange and Staff Development 


Some of the allowances and benefits provided for Regional 
Office personnel are set out in Appendix E.1l. There was stated to 
be "considerable" cooperation and interchange between Regional Office 
personnel, tertiary institutions and professional organizations. 
In the exemplary regional educational service agencies surveyed by 


Stephens (1972:38), the following observation was made on staff 


development. 
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All of the units are deeply committed to comprehensive staff 
development activities for their own professional staff. It 
is not uncommon for a service unit to earmark one percent 
or more of its budget for staff development programs, a 
relatively heavy commitment in comparison to the budgetary 
allocations of other types of educational institutions. 
Based on the definition of staff development to include conferences, 


courses, seminars and continuing education, approximately two percent 


of the Regional Services budget is allocated to this area. 
PHYSICAL FACILITIES 


Considerable diversity in the housing of regional agencies in 
the U.S.A. was noted by Stephens (1972:39). A majority were accommodated 
in space provided by another government department, and frequently this 
space was inadequate for the programs and services of the agency. 
Many agencies were required to obtain space in separated locations, 
while others shared space in other educational organizations. While 
the physical facilities in each Regional Office in Ontario were 
considered to be adequate for the provision of programs and services, 


parts of some Offices were accommodated in separate locations. 
INTER-AGENCY RELATIONS 


Almost all regional agencies studied by Stephens (1972:39) 
had developed extensive relationships with other government agencies. 
Regional Educational Councils have provided one situation in Ontario 
where Regional Offices have participated extensively in joint 
regional planning. In the area of joint staff development, Regional 
Office staff have had "limited" participation in government sponsored 


courses. No participation by Regional Offices was reported in the 
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areas of joint employment of personnel, use of facilities, cooperative 


purchasing and centralized data processing. 


LEGISLATIVE STRUCTURE 
No specific legislation is contained in the Acts concerning 

the administration of Regional Offices, "The Civil Service Act" 
(The Public Service Act, 1971:15) giving the Deputy Minister control 
over the placement and deployment of his personnel. 

3. (1) Subject to subsection 2, the Commission may upon the 

recommendation of the deputy minister, assign a civil servant 

from one position in his department to another position in 

his department. 

4. The Commission may assign a civil servant from a position 

in one department to a position in another department upon 

the recommendation of the deputy minister of the department 

to which the civil servant is assigned and the Commission 

shall determine whether or not the deputy minister of the 

department from which the civil servant is assigned 

concurs ..5R.R.0.197/0,0Recty JA9.. Sea 4x 
In Ontario there was considered to be "a great deal" of flexibility 
in the legislative guidelines related to Regional Offices, with the 


Offices being regarded as an integral part of the provincial 


education system. 


ASSESSMENT 
The section on Assessment in the Regtonal Offtce Questtonnatre 
was designed to focus on the success and benefits of Regional Offices, 
and their problems. No significant data were revealed in the item 
on assessment of benefits. More detailed comments are revealed in a 
subsequent section on the perceptions of a senior administrator in 
the provincial Ministry of Education. Limited discrimination was 


also revealed by items directed at the success of Regional Offices 
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in decentralizing some of the services previously provided by the 
central office of tht Ministry and at specific problems encountered in 
the operation of Regional Offices. Regional Offices in Ontario have 
been "highly successful" tn providing consultative services, 
interpreting regulations, involving teachers in curriculum development 
and in providing assistance in planning school buildings. A total 
list of 74 potential problems was provided for identification with 
Regional Offices, local school districts and the Ministry of Education. 
The section on problems associated with local school districts was 

ba haiddeca to be "not applicable." Using a scale which ranged from 

"1. No problem" to '5. Very serious problem" and by combining responses 
from Regional Offices and the ministry, four problems were identified 


as being “not applicable," one was a "moderate problem" (distance and 


travel time) and the remaining 17 were rated as being "no problem." 


PERCEPTIONS OF TWO SENIOR ADMINISTRATORS IN THE 


PROVINCIAL MINISTRY OF EDUCATION 


Using a prepared interview schedule (Appendix B.1), two 
senior administrators in the Ministry of Education were interviewed. 
One official was at the Assistant Deputy Minister level, and the other 
a BERT Director. 

Attention needs to be drawn to the process of reorganization 
that was occurring within Ontario's Regional Offices at the time 
this research project was being conducted. Although policies and 
objectives were being reformulated, the two respondents were able to 
provide perspectives on past developments and give some indication 


of possible future directions. A memorandum ("'Reorganization of the 
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Regional Services of the Ministry of Education") outlining the 
proposed reorganization is included in Appendix F. Consideration of 
the rationale for the introduction of a system of Regional Offices 
focussed on the absence of principal and teacher personnel in the 
Ministry and the need to consult with such people in order to 

provide adequate inputs for policy development. A distinctive 
feature of Ontario's educational system since 1969 has been the 

Ber ecive reorganization and reduction of the number of school 
boards. Prior to 1969 the main impetus of the Ministry was perceived 
to be ces ee by inspectors of schools. But as larger units 
developed, legislation gave provision for some school boards to 
institute their own inspection services, so that from 1969 the field 
staff of the Ministry decreased, and the number of inspection type 
officers of school boards increased. While a residual inspectoral 
function of the Ministry still remains over private schools and very 
small boards, a major shift was perceived to be in the emphasis given 
to the consultative function. This shift was claimed to be an 
attempt "to have Government more responsive to local needs," and 

the consultative role of the Regional Offices enables the Ministry to 
determine these needs because it is not "cluttered" with inspection. 
In PRE to the question "Is the Ministry concerned about 
equalizing services?," the officials stated that as the large boards 
have consultative services of their own, and because the smaller 
jurisdictions have different needs, it has worked out that this is 
where the greater proportion of resources are expended. Although a 
Report of the Task Force on Organization (Ministry of Education, 1973) 


was not public at the time of the interview, the interviewed officials 
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referred to the comment in the Report that in the process of providing 
consultation the Ministry was "not as well informed as it might be" 
and "we got a little out of touch with some of the other players." 
The objectives of Regional Offices in the latter part of 1973 were 
stated injibrilem ito: tbe: 

1. To provide services co-operatively to school systems. 


2. To provide delivery of the Ministry's guidelines and 
legislation to school systems. 


3. To get feedback from school systems. 


4. To monitor innovative projects so that the Ministry is 
informed and can inform other school systems. 


In summary, the officials stated that the Regional Offices could be 
considered to be tending to develop in two dimensions -- what Regional 
Offices are doing for school boards, and the feedback they are 
providing for the Ministry. 

Some of the benefits resulting from the operation of 
Regional Offices were perceived to be as follows. 

1. "Proximity to the scene of action and the development of 
personal contacts." 

2. Provision of consultative services to teachers and school 
systems. Reference was made to the Task Force Report's observation 
that aoe benefit was in fact a "negative factor," because for all 
the teachers who did get consultation there is a much larger group 
who are aware of this assistance yet did not receive any themselves. 

3. At the Ministry level, benefits were ''just beginning to be 
felt.'' Feedback to the Ministry was perceived to be not evident 


a year ago, and if the Government is to be responsive to the needs 
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of people in the field "what we are doing in the Regional Offices is 
really paying attention to this input phase to the Ministry." The 
Regional Offices were seen as "the strong link of all the people on 
that chain that puts the system together." 

The biggest problem encountered in the administration of 
Regional Offices was stated to be in the extent of decentralization 
of authority. This was seen as a problem faced by the central 
office and branch offices in every organization. Associated with 
decentralization has been a more tenuous communication system. 

But while the "political route'' was noted to be still seen as the 
most direct route to the Ministry, the Regional Office system 
must develop a communication network better than the "political 
vine" so that issues can be anticipated. 

In terms of plans and predictions for future development 
of Regional Offices in Ontario, the observation was made that the 
Ministry is in a "“gear-down" position and changes may be evident 
in two or more years. Most of the observations given‘by the 
respondents were in reference to the Regional Office organization 
that was in operation two years ago. No complete account of specific 
current or future operations was possible because policies had not 


been completely finalized. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN A 


PROVINCIAL TEACHER ORGANIZATION 


The respondent interviewed in the Ontario Teachers' Federation 
(O.T.F.) occupied the position of Deputy Secretary-Treasurer. The 


perceived rationale for the introduction of Regional Offices was seen 
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to be "in line with the policy of giving school boards more 
responsibility" and "is an attempt to get Ministry people closer to 
school boards by establishing a miniature Ministry of Education." 
An unusual admission voiced in other provincial teacher and trustee 
organizations, was that the "0.T.F. has not developed a particular 
interest in the Regional Office system,'’ but some doubts were 
expressed as to "whether this has been a sound move.” The justification 
For this low concern was that the primary function of Regional Offices 
was perceived to be "a helping role.'' Two specific objectives were 
Peer ibured to the Regional Office: 

1. To increase efficiency of the education system; and 


2. To locate professional assistance closer to school boards 
and teachers. 


No specific benefits derived from the operation of Regional 
Offices were noted. However approval was expressed for the professional 
and business consultants operating on an invitational basis. Some 
criticism was ypeaas yes of the perceived tendency of some consultants 
to remain in the office in view of apparent apprehension about the 
continued role of Regional Offices in Ontario. The contribution 
of Regional Offices in the large metropolitan areas was queried 
because many of the large boards have greater expertise. There was 
also perceived to be some overstaffing in Regional Offices and some 
appointments not being backed by appropriate qualifications and 
experience. One problem related only to the O.T.F. has arisen 
because of its limited involvement with Regional Offices, and a 
perceived failure "to try and understand Regional Offices and to learn 


how they can help teachers.'"' A final criticism expressed was that 
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some Regional Offices do not appear to have the freedom to act 
independently. One example provided referred to a joint regional 
planning project in which Regional Office personnel were perceived 
to be constantly referring to the Ministry for approval on the 
extent of their involvement. While the involvement was regarded as 


"controlled involvement," 


"healthy," it was however, perceived to be 
as those with the ultimate responsibility were seen to be still 


"holding the reins." 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN A 


PROVINCIAL SCHOOL TRUSTEE ORGANIZATION 


The perceptions of Regional Offices provided by the 
Executive-Director of the Ontario School Trustees’ Federation were 
stated within specific lieacones The respondent had occupied 
his appointed position for only one year, he had had no direct 
dealings with Regional Offices and had experienced difficulty in 
obtaining any written material from the Ministry dealing with the 
parameters and rationale for Regional Offices in the province. 
However, an attempt was made to project the perceptions of school 
trustees in the province. 

The rationale and objectives for Regional Offices are 
expressed in "motherhood terms" that are difficult to reject. 
However, while the intentions of the Ministry were perceived to be 
very sincere, the operationalization of objectives is a different 
matter and comments were largely devoted to this concern. One 


stated objective of the Regional Offices was "to provide educational 
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leadership within the region." Fears have been expressed by 
trustees that controls are inevitably associated with this objective. 

The fears of trustees are all on the side of control -- we 

want advice, but we must feel free to make decisions locally 

- - - Is there another level of bureaucratic decision making 

to’ go through to get decisions? .. ... Is the Ministry, really 

listening to us or are they just listening to the people in 

the Regional Offices with whom we are expected to communicate? 

-~- we would rather talk to the Ministry than to some Director 

of a Regional Office . . . How do we get through this extra 

wall or barrier that has now been imposed on us? -- this is 

a real concern. 
Another stated objective of Regional Offices was "to keep the Ministry 
informed of regional needs" but doubts were expressed at discussing 
such needs at the regional level -- “where do our petitions go then, 
or do they go at all?" The provision of advice and guidance by 
experts in a wide range of education was queried. Location of 
personnel in a Regional Office does not make them more expert than 
school board employees, and if many of the Regional Office personnel 
were unable to obtain appointments with boards, then "how much 
advice and guidance can you get from people of that kind?" The 
respondent stated that while this may not be true, it did represent 
an expressed concern. A final objective commented upon involved 
the need "to ensure provincial policies and assistance are applied 
equitably over the region." This objective was perceived to imply 
an inspectoral and regulatory function, and boards have begun to be 
concerned at what decisions do remain for them. 

School boards and trustees are very skeptical of the Regional 

Offices -- they appreciate the positive input, but they are 

more concerned about the erosion of school board autonomy. 

You can't have Regional Offices without the controlling 

function becoming the important function, and the laws 


of decision making will be there [in the Regional Office] 
rather than in the local system. 
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In making predictions for future trends in Regional Offices, 
the respondent stated that it was "inevitable" for them to become 


controlling organizations, and for consultation to become decision 


making. 
Regional Offices are in the honeymoon period -- a look at the 
evolutionary aspects will show that the controlling aspect 
will assume more and more importance .... If the function 


of the local board is reduced to rubber-stamping decisions 

made by teachers and the Regional Office, what is there left 

for the trustees-to do? All they do is do as they are 

told. 
Some recommendations were provided for the administration of Regional 
Offices. There was no place for a Regional Office in areas that 
have comparable resources, and the controlling function is not 
necessary when the Ministry already has supervisory offices employed 
by boards but responsible to the Minister of Education. Regional 
Offices could also become an ideal focus for research or study 


commissions on specific educational needs of a region and on the 


problems of urbanization. 
SUMMARY 


In 1965 Ontario was divided into ten regions as part of 
a policy of decentralizing the administration of education. Each 
Regional Office is administered by a Pagina hk civeeran and -from 16 - 
21 program consultants. A wide range of consultative service is 
available in pupil and staff personnel areas and in general 
administration with the exception of maintenance of buildings, pupil 
transportation, secretarial service, legal matters, teacher- 
administrator-board relations and school district reorganization. The 


provision of operating programs is generally the responsibility of 
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school boards. The functions rated as "very important'' for Regional 
Offices are, (1) curriculum guideline implementation and review, 

(2) developmental function, (3) administrative function, and (4) 
monitoring function. Regional Offices have been successful in 
providing consultative services, interpreting regulations, involving 
teachers in curriculum development and providing assistance in 
planning school buildings. No problems were identified as being 


"very serious." 
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Chapter 5 
REGIONAL OFFICES OF EDUCATION IN MANITOBA 


Regional organization of education in Manitoba in 1973 
centered around the functions performed by the Instruction and 
Supervisory Services Branch. Traditionally, this section has been 
regarded as "the field arm'' of the Department, but with increasing 
employment of locally appointed administrators and supervisors, there 
ae been a change in the duties of Department inspectors. A major 
characteristic of the inspectors' tasks now is an emphasis on 
consultative and supportive roles. With the adoption of a 
regional approach, the inspector is withdrawn from responsibility 
for a single division and has become a team member with regional 
responsibilities. Further regionalization conducted in a pilot 


project during 1973-74 is referred to in subsequent sections. 
EXTENT 


Establishment 


Regional Offices were established in the centers indicated 
below in order to provide for the team operations of school 
inspectors following the reorganization of the province into large 
unitary school divisions in 1967 when local boards appointed division- 
employed superintendents. A map of educational regions is presented 


in Figure 7. 
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Figure 7 


Educational Regions in Manitoba 
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Winnipeg Regional Office - Winnipeg 

Eastern Regional Office - Winnipeg 

Western Regional Office - Brandon 

Northern Regional Office - Dauphin 

Southern Regional Office - Morden 
As a continuing process in the changing role of school inspectors 
to field officers operating on a consultative basis, local 
professional organizations have been continually involved in discussions 
and feedback. Further decentralization of departmental services in 
the southern region has included continual involvement of professional 
and lay members of the community. A newspaper report describing the 
pilot project in the Southern Region is presented in Figure 8. In 
this project, one person from each of the departmental support 
services has been assigned to the Southern Regional Office to 
enhance the consultative services available to locai personnel. 
‘These additional services are to be provided by personnel from 
Curricula, Special Education, Child Development, Student Personnel, 
Library, Vocational Education and Computer Services, as well as 
seconded personnel from the universities and divisions where needed. 
The rationale for continued regionalization of field services in the 
Manitoba Department of Education makes reference to the increasing 
complexity of educational services, a present government Bere to 
strengthen the leadership and support service role of the Department 
and the limitations of local school division resources to provide the 
required leadership and support staff (Manitoba Department of 


Education, 1973). 
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Southern Manitoba To Be Sounding 
Board For Department Of Education 


Mr. Gil Burrows, assistant de needs, and to study the most cf-| The Department of Health and 
puty to the Minister of Education, fective methods of doing so. Jt is} Social Services will also be in- 
accompanied by members of his hoped that continuous assessment} volved in this experiment, for the 
advisory staff and representa-‘will provide answers to such} two departments share many of 
tives of the various departmental questions as how rural schools] the same concerns when the 
branches, explained the demon-imay best be served regardless total welfare of the child is con- 
Stration project envisioned for of the tax base or the student, Sidered. 

Southern Manitoba to superinten-' populations. This is not a step toward reg- 
dents and school board represen-; They are anxious to provide} ionalization, he assured his lis- 
tatives, at a meeting held IN the same service to the country] teners, although the project may 
Morden, Tuesday afternoon, Sep-‘that are available in urban cea-| indicate that some services may 


tember 31th. tres, and equal opportunities to)be provided more effectively and 


The experiment is planned to 
encompass the Southern Region 
which includes nine school divi- 
sions, an area extending from 
Gladstone and Portage Ja Prai- 

“fle south to the border and east 
to the Red River now served by 
the regional team, of field super- 
visors operating out of the Mor- 
den office. 

Mr. R. L. McIntosh, who heads 
this team, will serve as the lia- 
ison between the communities, 
the local divisions and the dep- 
artment. Any requests for facili 
ties, services or consultation in 
any area, from guidance counsel- 
ling, library service, vocational 
training to curriculum changes, 
to name only a few, which are 
relayed through this local chan- 
nel will receive prompt attention 
at the departmental level. A 
member of the staff in each 
branch has been assigned to this 
region so that they will become 
acquainted with the specific 
needs of the communities and be 
prepared to give recommenda- 
tions from them a top priority. 
They are also prepared to visit 
any division to consult with the 
administration and school boards 
when ever an invitation is extend. 
ed. $34 

Mr. Burrows explained that 
this experiment was conceived as 
a means of putting the depart: 
ment in more direct communica- 
tion with the schools and the citi- 
zens, in order to assist them in 
exploring ways and means of sup- 
plying personnel, resources and 
facilities to meet specific local 


jthe students, throughout the pier) Cecnierne ay if shared by several 
vince. Whether these are to be} divisions. + oe 
best supplied by the department.! This project is not to be con- 


a regional basis through a revis- 
ed grant structure remains to be 
seen. This is one of the inajor 
questions for which they are 
seeking an answer. 

The project only involves the 
present department personnel 
and there will be no cost to the 
divisions involved in setting up 
this pilot program, which was 
Cescribed as a new approach to 
an cpen-door policy to existing 
services, which they believed are 
not being taken full advantage of 
at the present time. It may lead 
to new programs and new proj- 
ects in the future and new ways 
of financing them. 

The department has adopted a 
new motto, Mr. Burrows said. 
“Action. not reaction’, and in 
case this is misconstrued as an 
imposition of policies and prog. 
rams by the cepartment, he ex- 
plained that they preferred to act 
rzther than merely respond to 
requests that too often arise from 
problem situations which could 
have been averted. For this rea- 
son, they would like to see rural 
divisions take more advantage of 


Services being set up in five lo- 
ca) Givisions, under the jurisdic 
tion of an advisory local council. } 
However, perhaps the fact that} 
this Ceraonstration project has 
been undertaken in response to 
needs expressed at the “grass | 
roots Ievel’’ may have influenced | 
the officials in their decision 2 

| 


eee ore 
by the indivicual division or on] fused with the Child Development| 
| 


use scuthern Manitoba as a test 
jing ground for the improvement 
of services to the boys and aad 
attending rural schools. The_suc-| 
cess of the experiment will dea. 
end on close cooperation be- 
lest the divisions, the superin- 
jtendents, the schools and the ie. 
partment, Mr. Macintosh stress- 
ed. 

The representatives from the 
|divisions were asked to relay tne 
information to their local trus- 
tees and staff members, and it} 
js hoped that they will report on, 
the response they received. It 
was emphasized that the Prov- 
ince is. not offering an overnight 
Utopia for local school systems. 
but is seeking guidance in setting | 
up more effective programs. 


the services offered and the]' 


grants available, and this, it is 
hoped, will be a means by which 
divisions can be made aware of 
the assistance which is being 
citered. ; 


Figure 8 


Newspaper Report of Pilot Project in Southern Region 


Source: 


The Western Canadian, Manitou, Manitoba, 


Thursday, September 20, 1973. 
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Organization 


The Regional Office system in the Manitoba Department of 
Education is within the Field Services Branch and is associated with 
other branches of Professional Development and Program Development, 
all administered by an Assistant Deputy Minister Development and 
Support Services. Organization charts for the Department of Education 


and Field Services are illustrated in Figures 9 and 10. 


Personnel 

Each Regional Office is staffed by five Field Officers, one 
of whom acts as a Coordinator. Administrative support service is 
provided by one clerk-steno in each office. The Winnipeg and Eastern 
Regional Offices are both located in the same building and share 
comparable clerical staff. With the exception of the pilot project 
in the Southern Region, the various consultants in special education, 
' student personnel, curriculum, language and vocational education 
are located in the head office at Winnipeg. The positions, numbers 
and salaries of administrative and supervisory personnel in Field 


Services head office and the Regional Offices are presented below. 


Position Number of Salary Range 
Positions 5 


1. HEAD OFFICE 


Director 

Associate Director 
Supervisor (Home Ec.) 

Asst. Supervisor (Home Ec.) 
Supervisor (Phys. Ed.) 

Asst... Supervisor (Phys.7 Ed.) 
Clerk-Steno 


2. REGIONAL OFFICES 


Field Officers 25 145304 21,132 
Clerk-Steno | 5 4 e332 = 34.0, 002 
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Clients 

The numbers of school jurisdictions, schools, teachers and 
pupils served by each of the five Regional Offices are illustrated 
in Table 7. The ratios calculated between Field Officers, schools, 
teachers and pupils which are shown in Table 8 do not consider the 
number of consultants in other branches and the supervisory staff 


employed by local school boards. 


Programs and Services 


The availability of programs and services from the Regional 
Offices in Manitoba may be determined from Table 9. Of the 92 
listed items, 61 were rated as being “available but inadequate for 
present demand," and 21 were "not available and not planned for the 


feature. 
GOVERNANCE 


Respondents were asked to describe the nature of the 
relationship between Regional Offices and the Department of 
Education, and were offered an extract from the literature which 
suggested that the Regional Office was simultaneously an intermediate 
ret 5 state agency, a service center and a regional-based agency. 
In Manitoba the Regional Offices are regarded as intermediate units 
between the Department of Education and the local school divisions, 
serving both, with an emphasis on consultative support services 
rather than regulatory functions. However, there is still some 


monitoring in relation to the operation of the whole system. 
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1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 
1.1 Guidance, Testing and Counselling 


1.4 Other Special Services 


PUPIL AND STAFF PERSONNEL SERVICES AND PROGRAMS 


. Testing students 


1.5 


1.6 Kindergarten-Early Childhood Services 


1.7 


. 1.8 Other (please specify): 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.1 Guidance, Testing and Counselling 


Table 9 


Availability of Programs and Services Regional Offices 
of Education, Manitoba, 1973 


Availability 
Ty 2. 3. 4. 
Programs and Services 39841 ble § ee ble pues Ota aece (ag 
B pigane put pipined inadequate aeeseat 
or future or future for pgesent eman 


Counselling students 


Vocational guidance 
Psychological service to students 
Psychiatric referral service 
Social Work 

Special Education Instruction 
Gifted children _ 

Partially sighted children 
Hard-of-hearing children 


It 
| 
| 
| 


Speech screening 
Speech therapy 
Hearing screening 
Educational research 
Nursing service 
Medical service 
Dental service 
Audio-visual service 
Library service 
Adult Education 


| 
| 


i 


| 
i 
| 
| 


In-service Education 
Conducting workshops for professional staff 


Conducting workshops for non-certified staff 
Providing extension classes for credit 


Counselling students 
Testing students 
Vocational guidance Vv ( < 
Psychological service to students 
Psychiatric referral service 
Social Work 


Special Education 
Gifted children A 
Educable children ere Neath ieee 


Trainable children isa aaeers | 
Partially sighted children are ASE | | 


Hard-of-hearing children ' 


2.4 Other Special Services 


Speech correction ee erent cae tae 


Library service 


Educational research 
Nursing service AE ISS ee 

Medical service vw | 
Audio-visual service 
Adult Education 
Kindergarten-Farly Childhood Seryiceg 
In-service Education 
For professional staff 
For non-certified staff 
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Table 9 (continued) 


Programs and Services t San tae” 3 
2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.8 Regular Instruction j 
Elementary curriculum: 
Reading, Language Arts 4 
Science mental Gupectast 


Social Studies fo oe a 
Mathematics hie tie Fete 

Second Language i ee uaee = x 

Art Tie eee oa | 
Music RRA Bie ere 
Physical Education LBL AEE S. 
Language Arts ~ 
Science ies BAG Pht Rens! aLys Cu 
Social Studies nee Be ee 


Mathematics 


Second Language | ie ! v7 i 
Business Education 


Home Economics a See 


Trade-industrial-technical itd Lat ou iviene oF 


Industrial Arts ge w, —_—_—_—_— 
Agriculture i pees te are Lo 
Art . rs beans e 5k 


Music 


Physical Education 


B. GENERAL ADMINISTRATIVE SERVICES AND PROGRAMS 
1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 
Maintenance of buildings and grounds vw 


Pupil transportation ee? Seen Se eee 


Secretarial service 
Legal matters | 


School district reorganization iv 


Site selection and acquisition 
School building programs 


. 


. Public relations for local districts 
° ' Financial budget ing-purchasing-accounting i wa H 
A Orientation of school board members Z { 
‘ AS SAS os ee 


Administrative organization 


Teacher-administrator-board relations 


Other (please specify): | Phis the 


al a ee) 
4 
Hee HR OONAWE WD 


Wwnre oO 


Pupil transportation ping ang [pakenti | 


School district reorganization | WA 
Site selection and acquisition 

Schocl building programs 

Public relations for local districts 

Financial budgeting-purchasing-accounting 
Orientation of school board members 


' 
Administrative organization PaCS: as 


Teacher-administrator-board relations 
Other (please specify): 


NVLPNNM RHR KY YD DL 
° 
we ee OOYNARU SW 


Wwnro 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
. Maintenance of buildings and grounds 


Secretarial service i VA | 
Legal matters 
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OBJECTIVES AND FUNCTIONS 


No specific statement of objectives for Regional Offices 


was available, but extracts from a draft proposal for regional 


reorganization (Manitoba, Department of Education, 1973) provide 


the most recent indication of Departmental expectations. 


"Objectives to Satisfy Expressed Needs" 


ie 


ate 


To make available to the schools specialized professional 
services required to more effectively meet the needs of 
children experiencing emotional and learning difficulties. 


To make available specialist consultative services in all 
curriculum areas. 


To make available to the schools consultative services of 
personnel specialized in the curriculum support area of 
multiple resource centers. 


To coordinate, and when necessary initiate, inservice 
3 > 
programs within the region. 


To make available to the schools professional development 
support services. 


To provide additional consultative services which may be 
needed by divisions in the implementation of the. Core 
FeCpOr et. 


To make available to the divisions consultative services 
to strengthen and support the development of resource 
teacher programs. 


To assist and encourage the development of Vocational 
education facilities and programs within the region. 


To make available to the schools assistance in experimentation 
with and evaluation of existing and potential innovative 
programs. 


To encourage greater community involvement and participation 
in educational processes. 


_ To encourage further development in adult education. 


To make available consultative services to assist in further 
improvement in techniques of management. 


To assist in the increased use of modern technological 
developments (computers). 
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14. To encourage and assist schools to provide a wider choice 
of course offerings so as to better meet the educational 
needs of students especially in the smaller schools, e.g. 
Correspondence Branch, local resources. 


15. To make available consultative services to assist in the 
further improvement of instruction in the French language. 


16. To provide consultative services to assist schools to 
develop more definitively their educational philosophies 
and objectives and implement them with special emphasis 
on the development of a feeling of student self-worth 
and self-fulfillment. 


17. To encourage the cooperative use of school and community 
facilities and resources. 
Ranking of Functions 
The ranked functions and supporting reasons as provided in the 


Regtonal Offtce Questionnatre are listed below. 


Functions rated as "very important." 


Rank 1. Inter-Agency Cogperacion Function. The overlap of 
delivery of services in Health, Education and other Government 
departments initiated the pilot project in the Southern Region for 
the co-operative delivery of services. 

Rank 2. Monitoring Function. This function was considered to 
be "very important" to gain feedback data for policy formulation. 

Rank, 3. Service Function. Support for this: function being 
rey) important referred to the small population in some divisions 
and that required services could only be supplied economically at 
a regional level. 

Rank 4. Developmental Function. The professional development 
of all personnel on a continuing basis was stated to be a constant 


need. 
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"moderate importance." 


Functions rated of 

Rank 6. Annual audit of the financial status of school 
divisions. This function is required by the present Minister of 
Education. 

Rank 7. Annual in-depth study of selected school divisions. 
This function is of "moderate importance" because it is used "to 


provide bench-marks across the region and province for comparison 


purposes." 


Functions rated of slight importance.” 

Rank 5. Administrative Function. Although ranked ahead of 
three other functions, this function was rated only of "slight 
Rnb Ae tanck® within the total framework of Departmental policy. 
The reasons for this stated that the administrative function of the 
Regional Office is a necessary maintenance function of Department 
operations in the field, while the annual audit is a request of 
the present Minister and provides information which he regards as 
important. 

Rank 8. Regulatory-Evaluative Function. This function was 
ranked last and only is applied to basic financial operations 


because "the central authority pays the greater portion of funds." 


Resource Allocation 
Estimates of the financial and human resources allocated 
to the various functions, corresponded closely with their ranked 


importance. The percentage allocations are listed below: 
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Function Percentage of Resources 
Administrative 5 
Developmental fs 
Inter-Agency Cooperation 25 
Monitoring 25 
Regulatory - 
Service 20 
Other: 
Audit and Special Studies 10 
Communication 


Two items on the Regional Office Questionnaire were designed 
to provide information on communication patterns between the 
Regional Office and its clients and to augment data supplied on 
objectives. All requests for consultative service are channeled 
through the local superintendent to the coordinator of the Regional 
Office. An active advisory committee has been instituted in one 
region to facilitate communication between clients and the Regional 


Office, and others are in the process of development. 
FINANCE 


Respondents were asked to specify the provisions made for 
the financing of the operations of each Regional Office. The intent 
of the item was to see if Regional Offices were free to formulate 
their own budgets. In Manitoba the salaries of personnel and 
operational costs of Regional Offices are included in the annual 
estimates of the Field Services Branch. The total amount budgeted 


for Regional Offices for 1973-74 is $778,200. 
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STAFFING 


Qualifications 


The qualifications required for appointment as a Regional 
Office consultant include two degrees, a teaching certificate and 


five years of teaching experience. 


Allowances, Interchange and Staff Development 

Allowances provided for Regional Office personnel are set 
out in Appendix E.2. The extent of cooperation and interchange 
between Regional Office personnel, tertiary institutions and 
professional organizations was described as being limited and only 
on a secondment basis. The budget for the operational expenditure 
of Regional Offices includes a ten percent allocation for "seminars 
and workshops in organizational development, management techniques 


and other educational management programs." 
PHYSICAL FACILITIES 


The physical facilities provided in each Regional Office 
were adequate, and are expanded when other services are added. 


None of the Regional Offices are accommodated in separated locations. 


INTER-AGENCY RELATIONS 


The pilot project in the Southern Region has been implemented. 


by the Department of Education in co-operation with the Department 
of Health and Social Services because the two departments "share 
many of the same concerns when the total welfare of the child is 


concerned" (The Western Canadian, September 20, 1973). There has 
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been "extensive" joint participation in regional planning between 

the Regional Offices and Departments of Health and Child Development 
Services. Participation has been of a "limited" nature in the joint 
use of facilities (reading laboratory personnel and some local school 
boards), centralized data processing (all branches use the government 
computer) and joint staff development (Professional Development 
Branch provides joint management seminars). No cooperation has 

been established in the joint employment of personnel or in bulk 


purchasing. 
LEGISLATIVE STRUCTURE 


There are no legislative guidelines "at the he Re 
to Regional Offices. In response to the question "Are Regional 
Offices regarded as an integral part of the educational system?" 
the comment was made that "They are developing in that direction 
related to our government's policy of decentralization and the 


"stay optaonie’ 
ASSESSMENT 


Benefits 

Assessment of the benefits resulting on the operation of 
Regional Offices referred to the easier accessibility of consultative 
services to local teachers. Principals too have indicated a very 
positive fosevion to the availability of assistance on a regional 
basis. In terms of benefits to central office personnel such as 
superintendents and secretary-treasurers, communication has been 


improved along with "positive feedback from the action line." 
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The Department of Education has been able to obtain data through 
the Regional Offices which has assisted in the formulation of 
provincial policies, and at the local level the public has expressed 


appreciation of their involvement in advisory groups. 


Success in Decentralization of Services 

The achievements of Regional Offices in decentralizing 
services previously provided by the central office of the Department 
of Education were rated to be "highly successful" in the areas of 
evaluating individual schools and school systems and providing 
assistance in planning school buildings. They were only "fairly 
successful" in providing consultative services for teachers and 
system-wide programs and in the interpretation of Departmental 
regulations. An "undecided" response was provided for the 


involvement of teachers in curriculum development. 


Problems 

Ratings of the seriousness of 74 listed problems as they 
affected the operation of Regional Offices in Manitoba are tabulated 
in Table 10. An additional comment provided on serious problems 
associated with Regional Offices referred to the distribution of 
population in Manitoba, with half the population in Winnipeg and 
the balance dispersed in small urban and sparsely populated rural 


and northern areas. 
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PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


The respondent interviewed in the Manitoba Department of 
Education was at the level of Assistant Deputy Minister and had 
been closely involved with the initial planning and implementation 
of the pilot Regional Office project in the Southern Region. The 
basic rationale for the new direction being taken noted that 
because services have not been available when needed and because 
the Department in the past has not been sufficiently "aggressive," 
a new role has become necessary in which the Department through 
its Regional Offices can "reach out and work with local sotntnik ies 
and help to overcome their needs." "Inspection visits" employed 
in the past have not provided educational leadership, and limited 
confidence was placed in the arrangement where school systems send 
in to head office their requests for assistance. Fundamental to 
the pilot project is the principle that the Regional Offices are 
not just a service to be called upon, but most show the way -- 
theirs is to be a "program of action rather than reaction." 

In contrast to the apparent philosophy expounded by some 
respondents, there were two basic objectives hae were consistently 
referred to by the respondent from the Manitoba Department of 
Education. One objective was "to sell at a low key" the consultative 
services available to teachers and school boards and "develop 
confidence that the Department isn't trying to take over." A 
second objective was to "provide an equalization of services to small 


rural school jurisdictions." 
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The perceived benefits derived from the Regional Office 
system included a reduction in the number of staff required at the 
Department level. Although this could produce economies, increased 
grants were anticipated to enable school systems to upgrade their 
services. At the school level the local involvement of citizens 
will result in "an improvement of standards and meeting of needs." 
The motivation of pupils through appropriate programs, the personal 
interest taken in teachers, and an understanding of the principal's 
work will all increase. At the school system level benefits are 
anticipated because "the Department has offered services to be 
used and guaranteed performance." 

Although the perceptions of the respondent forducde ror the 
eaiavttasn for the pilot project, there was an awareness of problem 
areas. Specific problems noted were a reluctance to change, no 
clear understanding of goals and "the difficulty of moving a 
“structure that has been in existence for many years, and using the 
same people.'' Future plans for the development of Regional Offices 
in Manitoba will be based on an extension of pilot projects to 
other regions in cooperation with the Department of Health and 


Social. Development. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL TEACHER ORGANIZATION 


An interview with a representative of the Manitoba Teachers' 
Society (M.T.S.) highlighted two observations. Firstly, there is 


a perception within the M.T.S. that the Department of Education has 
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not involved other organizations in its planning for Regional Offices, 
and secondly, that a potential for mutual cooperation goes untapped 
when two organizations are unaware of their agreement on basic 
principles. 

In common with many provincial teacher and trustee organizations, 
the M.T.S. respondent admitted that there had been "limited 
experience with Regional Offices." An M.T.S. rationale for Regional 
Offices would emphasize that all related government services should 
be co-ordinated, but this becomes difficult when governments are 
reluctant to change their structure. The perceived rationale of the 
Department of Education in introducing Regional Offices was ''to 
provide a service that the Department thinks is important - the 
Department if not the school jurisdictions." 

In relation to. the objectives for Regional Offices, the 
respondent emphasized that "professionals" must have "more say," 
but recognized that as long as the provincial government is paying 
the major cost of education there will be a trend for more 
supervision. 

No specific benefits of Regional Offices were offered. The 
respondent perceived that there was a dilemma in the trend towards 
centralization of finances and administration, and decentralization 
of services -- "what meaningful decisions can be made at the local 
level coer the bookkeepers are located centrally?" 

One perceived problem was that the M.T.S. was not consulted 
about a rationale for Regional Offices -- "it was a Departmental 


decision." In relation to the personnel employed in Regional Offices, 
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they were perceived to be former inspectors and doubts were expressed 
about their level of expertise. 

The chances of these inspectors being successful aren't too 

good and it is unlikely that they will perform very differently 

to the way they did in the past as inspectors. 

The respondent perceived that while there has been some 

prescription of decentralization, future results in Regional Office 
development will see greater centralization of government control in 


education. There was a strong conviction that the Regional Office 


system was "centralization under the guise of decentralization." 


PERCEPTIONS OF TWO SENIOR ADMINISTRATORS IN THE 


PROVINCIAL SCHOOL TRUSTEES ORGANIZATION 


The representatives of the:-Manitoba Association of School 
Trustees (M.A.S.T.) who were interviewed, observed that the 
Association had not yet. had the opportunity to develop a policy 
on regionalization of educational services. In reflecting the 
perceptions of trustees they noted that there was an expectation 
that Regional Offices will result in better service, and a fear 
that was expressed in the following manner. 
The fear of the trustees is that this is the first step to 
regionalizing everything, and that they are very much against 
. . . they see it as a first step to forming regional boards 
and total administration of a region rather than by local 
divisions; . . . They are also@saying “Is this just another 
way for the Department of Education to run the show more 
thangibess7s 

In summing up the trustees' perceptions of the rationale for the 

introduction of Regional Offices the comment was made that "many 


trustees think it's a move to provide more efficient services and a 


greater equality of services." 
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A major benefit to be derived from the operation of Regional 
Offices arises from a situation where "trustees, and administrators 
and teachers don't know what is available in the Department." One 
of the perceived benefits arising from the pilot project based at 
Morden in the Southern Region was noted in this way. 

There will be one very large advantage to trustees when these 
Regional Offices are established -- now you'll have people in 
Morden -- curriculum consultants, budget consultants, special 
education consultants and professional development consultants 
-- suddenly these people [trustees] will realize that such 
people exist. 

The only problem area raised by the respondents was in 
communication. M.A.S.T. was not involved in the planning or later 
discussions on the pilot project -- "we don't always know what's 
available in the Department, and if we don't, trustees in the 


province will only know one-tenth of what we do." Because of limited 


experience with Regional Offices there was hesitation in recommending 


changes in their operation -- "the role of field officers needs to 
be defined and communicated to trustees .. . and the Department 
has to allay some fears.'' The prediction was made that while 


regionalized services will develop, regional administrative units 
will not eventuate and there may even be a trend back to smaller 


Gnitay 
SUMMARY 


Regional offices were established at five centres in Manitoba 
in 1967 for the team operations of school inspectors. This action was 
brought about by the introduction of large unitary school divisions 


and the local appointment of superintendents. Five field officers 
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are based in each Regional Office, one of whom acts as coordinator and 
special consultants are located at the head office in Winnipeg. Neither 
programs nor services were considered to be "meeting present demand." 
Those considered to be "inadequate for present demand" included 
programs and services in pupil and staff personnel (guidance, special 
Bare ei on. adult education, early childhood education, in-service 
education and regular instruction) and all of the programs and 
services in general administration. Four functions of the Regional 
Offices rated as "very important" are, (1) inter-agency cooperation 
function, (2) monitoring function, (3) service function, and (4) 
developmental function. The easier accessibility of consultative 
services to teachers and the provision of data to the Department of 
Education to assist in policy formulation were noted as benefits 
resulting from the operation of Regional Offices. They have also 
been “highly successful" in evaluating individual schools and school 
systems and providing assistance in the planning of school buildings. 
Problems rated as "serious" for Regional Office operation were the 
development of courses of study and curriculum guides, conducting 
educational research, obtaining educational research findings and the 


uneven distribution of population. 
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Chapter 6 


REGIONAL OFFICES OF EDUCATION IN 


SASKATCHEWAN 


In 1971-72 changes were made in the structure and organization 
of the Saskatchewan Department of Education to achieve the following 
objectives (Saskatchewan Department of Education, 1973:7). 

‘ . to reflect a stronger emphasis on the consultative roles 
of the Department, in part to give effect to further 
decentralization of line functions and to improve co- 
ordination of program branches, and in part to strengthen 
departmental capabilities in research, planning and development. 

One of the assumpticns on which this Canada-wide study was 
based was the dependence on respondents to provide comprehensive 
and accurate information. While the data on which this chapter is 
based are at times very superficial, there is sufficient material 


to indicate the extent of Regional Office development in Saskatchewan. 


A follow-up study to supplement this data is recommended. 
EXTENT 


Establishment 

In addition to the policy statement quoted above, the 
reasons stated for the establishment of Reb Home Offices in 
Saskatchewan were that 'there was an assumed need to decentralize 
educational services and to have some decision making at a local 
level.'' A map of the six educational regions in Saskatchewan is 


presented in Figure ll, The perceptions of a senior administrator 
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Figure 11 


Educational Regions in Saskatchewan 
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on the rationale behind the establishment of Regional Offices are 


provided in a final section at the end of this chapter. 


Organization 


Regional Offices in Saskatchewan are administered by the 
Supervisory Services Branch of the Department of Education. This 
Branch consists of four sections: Superintendence, Vocational- 
Technical Programs, Teacher Services, and Guidance and Special 
Education. Its stated objectives (Saskatchewan Department of 
Paucation, | 19/3233). erer 

To improve the quality of education and to equalize 

educational opportunity by providing information, guidance 

and consultative services to school boards, educators, parents 
and students with respect to teacher certification, organization 
of schools, program offerings and special services to 
handicapped children. 


An organization chart of the Department of Education is illustrated 


in Figure 12 4 


Personnel 

Each Regional Office is staffed by a Regional Superintendent, 
Assistant Regional Superintendent and a secretary. Program consultants 
are based in the central office at Regina and are appointed to the 


following areas. 


Physical Education - 2 
French - 2 
Industrial Arts = 1 
Special Education - 2 


Guidance - 1 
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Other program consultants are located in the Program Development 
Branch and cover Adie Svieuat services, Libraries, Music, Driver 
Education and Native Education. The salary ranges for branch 
director, regional superintendents, program consultants and 
secretarial staff are listed below. (Salary ranges were due to be 


revised October, 1973). 


Position Salary Range 

Director $17544 - 22040 
Regional Superintendent $15924 - 20316 
Assistant Regional Supt. $15168 - 19344 
Program Consultant $13116 - 16716 
Secretary $ 4248 - 5448 


Clients 

The numbers of school jurisdictions, schools, teachers and 
pupils served by each Regional Office are presented in Table 11. 
Regions 1 and 4 have some responsibility for the two aves t eities 
of Regina and Saskatoon. Because the school boards in these cities 
have their own supervisory personnel the work load of the Regional 
Office is reduced to some extent. With a Regional Superintendent 
and Assistant located in each Regional Office the ratio between 
supervisory staff and pupils, teachers and schools is readily 
determined. As the eight program consultants of the Supervisory 
Services Branch are located in the central office, province-wide 
ratios of consultants and superintendent personnel to pupils, 
teachers and schools have been calculated and are presented in 


Table 12. 
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Programs and Services 


The availability of programs and services from Regional 
Offices was divided according to those directed at pupil and staff 
personnel and those of a general administrative nature. 

Pupil and staff personnel services and programs. 

1. Operating programs. Programs in guidance, testing, 
counselling, social work and special education instruction were 
listed as "not available but planned for the future.'' Other special 
services such as speech and hearing screening, and services in adult 
and early childhood education were "not available and not planned 
for the future.'' In the area of in-service education workshops 
for professional staff were "available and meeting present demand," 
workshops for non-certified staff were "available but inadequate 
for present demand" and extension classes for credit were "not 
available and not planned for the futures” 

2. Consultant services. A major transfer of Se CREE 
services to the Regional Office is planned ("not available but planned 
for the future") for a full range of special services. Consultative 
service in the area of adult education was "not available and not 
planned for ‘the future.” "For in-service’ education, the availability 
of consultants was the same as for related operating programs. The 
listing of consultant services in the various regular instruction 
areas was not applicable, as consultants are still based at the 


head office. 


teas 
“Léeawg th hetoorkh sedtia oF; dntiroas vi) “bobbvit. ey 


- ; “4 : f 
owidn aeiteriaiotabasa Laxey. B 40 seo ‘ba: tee 


pile abbr yo) one >» wet gnadies ‘hte, "pears 


' f 1 e 
Ltt tee 


“, r t 


cn 


sis aor ase) beter ot cae ae ina abs 


PO a ee if 
axinsaatee 201" aw wt heaaie ‘bus, "6 woe oe 


) s&h a 
erga ave ald F diaiahy it onkeita ane net: "gutta vf 


aa 


nota guasects ratigar wha amt aug ind | eodevaee iad 
ie ‘oD : Al 


oy a? ae ene 4 fs be orth ahnnat 


mor werk et: Bets ridin hewn" # vee aihay: Lt 


sien er Teale bh at i .eeatiiine: snstoanat 


We) 


2 


aot eaotvide bis ese gong a" s2idetewas 


Sng 


= “ an 


» Area Qn ey nike Aworwron tan Igk xh biases. bits Seas, 


opts A that ay 8 Ha serneegee Gm semty9nt —pe | ° é oman ors fre Bk ergy py at il anni oar 


i 
SoMa ive al domapoers .amhergong 1 abtarog®” 


a Sav a ii hood: suf 


! | a a : 
Yee epee jy eo beaan to ba elderte vs aoe Fa 


, | oe 
bik ate liew) tue” ene ite YSepbe- fe coh xt 89 


Witasubs anbeyea-wi Toe ners ofa ad «osu a + i” 


i Wy 


S ‘Me i | i nay 
suid Hidncbeve” atau "| heoe bes tianannem| +o 
ES \ ha) re 9 


ah Sone pees Oe tu ponnuta, Yon. bir 9 


Ga tipeyn geen *y: eae ad ape tanabyea at 


i ae) " ; 


we wile Le bi a ae biacihh kb dl to Coruoe 
Rat: 
Y ae Py i 


j mae 


i ai. Lat Pr | Hl ted bien ten nae 


i 


4 Rh nt 
j e 
De 


1 » é 


Ay Ry a 


Ah lane oh A rite 


104 


General administrative services and programs. Most of the 
operating programs and consultant services provided by Regional 
Offices were rated as being “available and meeting present demand." 
Two exceptions were in consultant services in the orientation of 
school board members ("not available and not planned for the 
future") and teacher-administrator-board relations ("available but 


inadequate for present demand"). 
GOVERNANCE 


In an attempt to determine the relationship of Regional 
Offices to the Department of Education, respondents were asked to 
react to the view that the Regional Office is simultaneously an 
intermediate unit, a state agency, a service center and a regional- 
based agency. No elaboration was provided in the response beyond 
the statement that all of the above viewpoints applied "to some 
degree.'' Another perspective is provided in the following extract 
from an annual report (Saskatchewan Department of eatene ton: 
LS73233)\2 
Regional superintendents continued to perform as decentralized 
representatives of the department in co-ordinating the efforts 
of district superintendents, acting as liaison officers for 
the department and providing consultative services to school 


boards and educators in the areas of finance, buildings, and 
programs for virtually all aspects of education. 


OBJECTIVES AND FUNCTIONS 


No statement was available of specific objectives for 
Regional Offices of Education in Saskatchewan but the job 


specifications of the Regional Superintendent and Assistant Regional 
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Superintendent (Figure 13) reflect Department of Education 
expectations. In enka atone] Office Questtonnaire (Appendix D), 

one item directed at a ranking of functions produced some confusion. 
"School board budget analysis and review" was added as another function 
of the Regional Office but could have been included in the listed 
regulatory-evaluatory function. In the ranking of functions and 

rating of their importance, the monitoring function was ranked 

second, but was only of "moderate importance" within the total 


framework of Departmental policy. The seven functions are listed 


below: 
Rank order Function Importance 
Le Service "Very important" 
La Monitoring "Moderate importance" 
oe School board budget 
analysis and review "Very important" 
4. . Developmental : * 
5% Administrative "Moderate importance" 
6. Regulatory-evaluatory "3 . 
ii Inter-agency 
Cooperation os ie 
Pommue cation 


Two brief items were designed to provide data to supplement 
statements of objectives and the ordering of functions. The need to 
channel all requests for consultative service for teachers through 
the district superintendent for example, has implications for the 


importance attached to the service function of Regional Offices. The 
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Funct ton 


Represent the Deparcment within a designated xeographic regton of che Provinces 


interpret und admlutster goverment polley, Ivxtalutiva and regulations celated to 
education; co-ordinate amd dteevt che acctvitles of provinetally ceploved Ulsuctrice 
Supeclatendents and Consaltants within the rextvu; estusliah eftective working relation= 
ships with locally employed Superintendents, and continually evaluate the school systems, 
teaching persenuel and program ot ferings. 


Responatbillty and Authority 


. 


Reporeing to the Olrectur-Supervisory Services, accepts responsibility for, and 


fis delegated commensurate authocify to accomplish thy following: 


1. 


fa: 
(a) 
(>) 


(c) 
(4) 
(e) 
«t) 


(x) 


(bh) 
(4) 


Job Specifications of the Regional Superintendent 


Grganize, coordinate, direct and supervise the work of the following 
subordinates: 


Provinctally employed District Supertntendents of Education, responsible for 


representing the Department ac che local Level, tor t(ntecpreting and 
adainistecing government policy, leginlaclon and regulacions related to 
education; and for assessing and evaluating school systema Lacluding principal 
and teacher performance, and sCudenc progress. ; 


Program Consultants and Sudervisors attached to the regional office, responsible 


for rendering consultative and supecvisury services to principals and teaching 
personnel in the specific areas assigned to thea. 


Clertcal and Stenographic Staff, supplied in order to support the services 
rendered by personnel accached-to the regionsl office. 


Select, induct, train, and aotivate subordinate staff, assess their performance, 


sad recosmend salary adjustments, promotions, transfers, or disaissals as 
warranted. ; 


Establish effective working relaticnships with locally employed Superintendents 


of Education. 


Co-ordinate the provision of all prefessional educazional services within the 
region. 


Provide consultative assiscance to all School Zoards in the region in the 


prepsration of budgets from the standpoint of progras offerings and organization. 


Interpret aod administer goverment policy, legisiation, and regulations related 


to educational matters. 
Improve the quality of instruction by: 


~ planning, organizing, and conducting institutes, workshops, seminars, and 
in-service programs for superintendents, priacipals, aad teachers within 
the region. 


= visiting classrooms as necessary to observe aod evaluate teacher perfornance 


and advise oa inproved methods of iasctrucctica. 
Provida direce assistance to the Chief-Student Evaluecion ia preparing, 
adainisteriag, and marking deoarmmenctal examinations. 


Ucilize and co-ordinate the services of availabdla Program Consuitaats to 
improve educational services in the region. 


Organize and direct the activicfes of teams to perform periodic evaluations of 
jutisdictions within the region. 


Identify and make recommendations concerning the educational needs of the region. 


Provide direct assistance to tre Directors of Program Development in 
determining educational reguiresents and zeccomending changes in curricula and 
courses of study. 


Provide a direct line of communication between the Department of Education and 
the public. 


Maintaia effective public relations by reoresenting the Department at reétings; 
by giving lectures and calks; by iaterviewing sersons interested in educational 
Batters; and by originating informational material for release by the 
Department. 


Act as a medtfator in resolving problems which say arise within the region. 


Consult with and advise the Director—Supecvisory Services and others as 
appropriate, regarding matters of mutual concern. 


Perform other related duties as assigned. 


Job Specifications for 


Aseletant Regional Superintendent 


This esployee acting on instructions from the Regional Superintendent, will asaise 


Representing the Departmenc of Education within a designated geographic region. 


Interpreting and adminiscecing Covernment policy, legislation and regulations 
telated to education. 


Organizing activities for the aupervisaton of instruction, (auch an Ceom visite). 
Carrying on in-service activiticr for teachers andé superintendents. 


Anninting with budget analysia. 


Conaulting with achootl boarda, teachera and parents about educattunal concerns, 
and hecping the Reylonwl Supectutemleat inforsed of all alynlficant developaenca. 


Maintaining effectt{ye public relattons by repeesentlog the Departmenc at meetings, 
by giving tulke and by keeping the public Intaursed on educational matteen. 


Supervising and adminiaterting C.E.D, Temtn. 


Carrying out other duties that may be delegated from time ¢o tlee. 


Figure 13 


and Assistant Superintendent -- Saskatchewan 
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use of advisory groups to facilitate communication between the 


Regional Office and its clients was described as being "minimal." 
STAFFING 


The qualifications required for appointment to a Regional 
Office include "two degrees one of which must be in education, plus 


several years successful teaching experience." 


Allowances, Interchange and Staff Development 

Allowances provided for Regional Office staff are set out 
in Appendix E.3. There has only been occasional cooperation and 
interchange between Regional Office personnel, tertiary institutions 
and professional organizations. No special allocations are made 


in the Regional Offices budget for staff development. 
PHYSLCAL FACILITIES 


The physical facilities for the provision of programs and 
services in each Regional Office were considered to be almost 
adequate, but more satisfactory arrangements are planned. None of 


the facilities are accommodated in separated locations. 
INTER-AGENCY RELATIONS 


Regional Offices in Saskatchewan have established "limited" 
relationships with other government departments in the joint 
employment of personnel (an educational psychologist is employed 


by the Department of Health) and in joint participation in 
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regional planning. No joint participation was reported in other 
listed areas, but there was an indication that these may develop 


in ‘the® future: 
LEGISLATIVE STRUCTURE 


There is no specific legislation in Saskatchewan which 
governs the administration of Regional Offices, but they are regarded 


as an integral part of the educational system. 
ASSESSMENT 


A section of the Regional Office Questionnaire focussed 
on the benefits, success and problems of Regional Offices. Although 
it was "too early to tell" what benefits have resulted from the 
operation of Regional Offices in Saskatchewan, in the decentralization 
of services previously provided by the central office of the Department 
of Education, the Peauhea Offices have been "highly successful" in 
evaluating school systems, and "fairly successful" in providing 
consultative services for system-wide programs and for teachers, 
interpreting regulations and evaluating individual schools. The 
involvement of teachers in curriculum development and the provision 
of assistance in planning school buildings, were areas in which the 
Regional Offices were assessed to be "fairly unsuccessful." 

Respondents were asked to rate the seriousness of 74 possible 
problems as they affected the operation of Regional Offices, and 


results are tabulated in Table 13. 
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PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


The respondent interviewed in the provincial Department 
of Education was at the level of branch director. In a reorganization 
of the Department of Education six regional superintendents were 
appointed in December, 1969 to begin the idea of Regional Offices; 
six assistant regional superintendents were appointed in August, 
i912. before this.change there. were six high school, superintendents 
who exercised a supervisory function in conjunction with provincial 
and local superintendents. The perceived rationale for the 
introduction of Regional Offices focussed on two major factors. 


1. "The high school superintendent would become a regional 


superintendent with responsibility for his region -- so there was 
a movement of authority from headquarters . .. out to the Regional 
Offices! 


2. There was "a real concern right across North America for a 
decentralization of power, and this [the Regional Office] is one step 
in a process.'' The concern for decentralization of power was stated 
to be ''very much an internal Departmental move rather than a grass 
roots movement." 

One of the main concerns of the Regional Office system in Saskatchewan 
appears to be a function of school board budget analysis and review, 
and to support this position the respondent stated: 
The Minister has to have field people out there that will 
keep him informed on developments. I don't see how we could 


be effective in maintaining any financial stability to 
education without the services of the Regional Superintendents. 
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The objectives of Regional Offices in Saskatchewan are evolving 
and the respondent indicated that role expectations vary and "people 
out there are not quite sure what the role of the Regional Office is." 
All superintendents in a region are directly responsible to the 
Regional Office and a major objective is to provide them with advice 
and consultation. A second major objective for the Regional Office 
through its superintendent is "to represent the Department within a 
geographic region, to interpret and administer Government legislation 
and regulations related to education and to coordinate the activities 
of the provincially employed superintendents." 

The respondent experienced difficulty in being specific about 
the benefits derived from the operation of Regional Offices, but the 
following points were noted. 

1. Eventually Regional Offices “will bring a closer belonging... 
of teaching staff and trustees to the region rather than to the 
Department." 

2. At the Department level, the regional superintendents are 
needed "to help in directing the traffic.'' Because they are more 
directly associated with school systems they can exert "a real 
impact" on budgets, and their intimate knowledge of schools and 
the region provides a two-way benefit for regional systems and the 
Department. 

3. The previous system of high school superintendents tended 
to overlook the needs of elementary teachers, but the work of 
regional superintendents and consultants has brought "new dimensions" 


to all teachers. 
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Acceptance of decentralization of authority in all branches 
of the Department has been the most serious problem in establishing 
Regional Offices. There have been three aspects of decision making 
to create concern -~- what kinds of decisions can either be made in 
the region, referred to the Department or made primarily in the 
Department. Developing from this problem have been the difficulties 
encountered in operationalizing Regional Offices. Although there 
have been job specifications and objectives, the Department, 
Regional Office personnel and clients have not always been sure of 
the direction in which developments should go. A final problem 
referred to was in the area of limited personnel. With only one 
consultant in guidance and two consultants in special education for 
the entire province there is difficulty in meeting demands for 
services 

Arising from this latter problem are plans to develop the 
‘number of personnel in Regional Offices. In addition to providing 
physical education and special education consultants for each 
Regional Office, in-service work in program implementation will be 
assisted by bringing in experts from schools on a contractual basis. 
Predictions for future trends in Regional Office development noted 
that with more personnel and a reduced pre-occupation with budget 
analysis there will be more consultative service in program 


development. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL SCHOOL TRUSTEE ORGANIZATION 


The perceptions of a senior administrator in the Saskatchewan 
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Association of School Trustees were prefaced by comments on the role 
of school boards in relation to Regional Offices and the Department 
of Education. 

School boards have a place in the sun. . . school board 
operation of schools pre-dates provincial government operation 
of schools and we just wonder who has the prior right to 
operate schools anyway -- is it the provincial government or 
the school boards? We think it's the school boards. There is 
an independent function for school boards, and provincial 
governments are constantly making intrusions into school 


board prerogatives... . . and we'd like to-get them off our 
back. 


An admitted suspicious approach to the rationale for Regional 
Offices, sees them as a "tentacle arrangement making it all the more 
easy for the provincial government to be influential at the expense 
of school boards." In relation to the service function of Regional 
Offices, there was a perception that ''the service function may have 
been overemphasized in relation to what it really is." 

These things [Regional Offices] came about at the same time 

as budget reviews and analysis -- this is why we are suspicious 
-- maybe they've been introduced on the grounds of being a 
service function, but maybe it has been to get a more 
influential role in decision making. 

The perceived objectives of Regional Offices were seen 
within the framework of increasing governmental control through 
provincial collective bargaining with teachers, budget review and 
analysis and school councils -- "the whole thing is painted with 
this brush of suspicion." 

Comments were made on the perceived benefits to be derived 
from the operation of Regional Offices. At the Department level, 
there is more possibility of getting "closer to the action." The 


respondent was unable to suggest any benefits to be derived for 


schools and teachers, and this observation is puzzling in view of the 
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proclaimed role for school trustees. Commenting on the benefits for 
school systems and trustees the respondent noted that "if the 
Department gains in influence, then the converse is true for school 
boards." 

The problems encountered by school boards in their relations 
with Regional Offices are inherent in most of the previous comments. 
Specifically, there was a criticism that the influence exerted by 
the regional superintendent was "offensive" to school boards. 

In response to the question "What changes would you recommend 
for the administration of Regional Offices in your province?" The 


following comment was provided. 


We would like to see a Government .. . restore some faith 
in the ability of school boards to operate schools .. . and 
really demonstrate some belief in local control .. . which 


would require a great deal of backing off in some of these 
things, Regional Offices included. 


Any predictions for the future development of Regional Offices were 
‘regarded probably as "wishful thinking," but this concluding 
assessment of the situation was made. 

I imagine that the Government has the bit in its mouth and is 


going to press on ...°. the, role of school’ boards is very 
much in jeopardy and they may be steamrollered. 


SUMMARY 


In 1971-72 there was a restructuring and reorganization of 
the Saskatchewan Department of Education to emphasize its consultative 
role and to further decentralize line functions. Each of the six 
Regional Offices that were formed has a regional superintendent and 
an assistant regional superintendent, with program consultants being 


based at the head office in Regina. Most operating programs and 
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services in general administration are rated as being "available and 
meeting present demand." Operating programs are available in the 
pupil and staff personnel area for in-service education for 
professional and non-certified staff. Consultative services in 
regular instruction are not available from the Regional Offices. 
Three functions considered to be "very important" for Regional 
Offices are, (1) service function, (2) school board budget analysis 
and review, and (3) developmental function. Regional Offices have 


not been in operation for a sufficiently long period to suggest 


derived benefits, but they have been highly successful in decentralizing 


school system evaluation. Problems rated as "very serious" include 
the provision of special subject area services, distances and travel 


time in the various regions, and establishing library services. 
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Chapter 7 


REGIONALIZATION OF INSPECTORAL UNITS 


IN NOVA SCOTIA 
EXTENT 


Establishment 

The functions performed by Regional Offices of Education in 
other Canadian provinces are in Nova Scotia the joint responsibility 
of Inspection Services through 15 Inspectoral Divisions or Units 
and Specialist Services. A map indicating the boundaries of these 
Units and location of offices is presented in Figure 14. School 
inspectors were first appointed in Nova Scotia in the late 1800's 
and the position has continued since that time. The number of 
Inspectoral Unit Offices has varied, reaching a maximum of 18, 
with 15 currently in operation. Each Unit Office is staffed by an 
inspector (with the exception of Hants West and Richmond), and three 
of the Offices have in addition a divisional supervisor whose function 
is to assist in the supervision of education. 

_At one time the supervisory function was considered a very 
important function of the inspector, and little supervision was done 
in school systems by locally employed personnel. Over the last 20 
years, local school boards have begun to employ administrative and 
supervisory staffs who are responsible for the administration of the 
local school system and assist the board in planning its programs 


and conducting in-service training. The plans for these procedures 
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evolved over the years and have been mainly centered in the 
Department of Education. 

Although the processess of decentralization and regionalization 
do not appear to be emphasized in the Nova Scotia Department of 
Education, the Inspectoral Unit Offices and inspectors perform 
comparable functions to the Regional Offices of Education and 
consultants in other provices. In some provinces, also, educational 
gee follow school administrative or local government boundaries 
as in Nova Scotia where the county has become the unit of school 


administration. 


Organization 


The services provided by Inspectoral Unit Offices are 
administered by a Director of Inspection Services within the 
Education Finance Program. Figure 15 illustrates the separation of 
the various programs and services in the Nova Scotia Department 
of Education. A detailed chart of the Education Finance Program 
is provided in Figure 16. The inspection services function 
represents the Department of Education in the inspectoral divisions 
of the province, with inspectors acting as Departmental field service 
orca ates Consultants seconded to Inspection Services are 
located in the Special Services division of the Youth Education 


Program. 


Personnel 
The positions, numbers, and salary range of administrative 


and supervisory personnel in Inspection Services are listed below, 
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Number of Salary Range 
Position Positions S 
Director, Inspection Services il, 20,462-24, 258 
Inspectors of Schools 15 18,902-22, 230 
Divisional Supervisors 4 14,794-18,148 
Secretary 1 6,074- 6,912 
Stenographers 16 4,608- 6,697 


Program consultants available on secondment from Specialist Services 
to Inspection Services are appointed in the following areas. 


Program consultants: 


Art Industrial Arts 
Business Education Modern Languages 
English Music 

Home Economics Reading (2) 


Health, Physical Education and Recreation (Chief Consultant) 

Alcohol and Narcotic Education 

Health, Physical Education 

Recreation 

Amateur Sport 

Health, Physical Education and Recreation (Area Conslt. - 2) 
Clients 

The numbers of school jurisdictions, schools, teachers and 
pupils served by each of the 15 Inspectoral Units are provided in 
Table 14. A close comparison of the ratios between supervisory 
personnel and teachers for example is not possible when program 
consultants are based in the Department of Education and not attached 
to any specific Inspectoral Office. However, even on the basis of 
one inspector to each Office, the overall ratio 1: 714 of inspectors 
to teachers is lower than similar ratios provided in other provinces. 


If the 16 specialized program consultants are included, the ratio 


between supervisory personnel and teachers is 1: 345. As with other 
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provinces, the calculation of this ratio does not include supervisory 
staff appointed by local boards. For example, the City of Halifax 
school board has 14 supervisors in such areas as industrial arts, 
foreign language, learning disabilities, guidance and continuing 


education. 
GOVERNANCE 


Inspection services in Nova Scotia represents the Department 
of Education in the inspectoral divisions of the province. Nault 
(1970) has regarded the Regional Office of Education as being an 
intermediate unit, a state agency, a service center, and a regional- 
based agency. The term "Regional Office of Education" is dks used 
by the Department of Education, but Gene Nault's definitions the 
Inspectoral Unit Office may be regarded as an intermediate unit 
and state agency. Inspectors, Divisional Supervisors and Consultants 


are all appointed by and responsible to the Department of Education. 
OBJECTIVES AND FUNCTIONS 


As stated previously, the major objective of the Inspectoral 
Units in Nova Scotia is to represent the Department of Education. No 
specific statement of objectives was haere shi to indicate Ehat each 
Unit Office is encouraged to develop specific objectives to reflect 
the needs of the area. Extracts from the official duties of the 
inspector reflect some unstated objectives, and are presented in 


Figure 17. 
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REGULATIONS OF THE GOVERNOR IN COUNCIL 
(Pursuant. to Section 3 of the Education Act) 


Duties of School Inspector 


(1) An inspector of schools is responsible for the inspection, supervision 


and in-service training of teachers in all public schools in his inspectoral division 
and shall ensure that each public school classroom in his division is visited at least 
once each year and more frequently if necessary by 


(a) himself or a divisional supervisor; or 

(b) an inspector or supervisor of a special subject; or 

(c) a superintendent of schools, supervisor of schools, supervisor of 
curriculum, principal or department head engaged by a school board. 


(2) When the Minister or a school board requests him to do so, an inspector 


of schools shall 


(a) inspect any school in his division and make a report on his 
inspection to the Minister or the board, whichever requested the visit; 
(b) confer with a school board on any educational matter. 


(3) Notwithstanding Regulation 2, the inspector of schools for a division 


shall investigate, in any or all of the schools of his division, 


Minister 


(a) the qualifications and efficiency of the teachers; 

(b) the adequacy and suitability of the school accommodations and 
equipment; and 

(c) all matters affecting the educational progress, health and comfort 
of the pupils. 


(4) During his visits the inspector of schools may 

(2) direct supervisory personnel, teachers and pupils in regard to 
school exercises and discipline; 

(b) consult with and advise supervisory personnel and teachers on the 
supervision, organization, teaching, and administration of the school; 

(c) take charge of the school insofar as it is necessary to the 
carrying out of the purpose of his visit. 


(5) The inspector of schools shall report periodically as required to the 


(a) the results of his investigations; and 
(b) his recommendations. 


(6) The inspector of schools shall 

(a) meet from time to time with school boards to advise them regarding the 
carrying out of their duties and responsibilities; 

(b) meet from time to time with supervisory personnel to advise then 
regarding the carrying out of their duties and responsibilities and co-ordinate 
in-service training programs in school administration and supervision; 

(c) meet from time to time with teachers and department head to advise 
them regarding the carrying out of their duties and responsibilities and 
organize or co-ordinate in-service training programs for them in classroom 
Management and methodology; : i 

(d) meet with parents and ratepayers to discuss educational matters as 
frequently as is possible withcut interference with the performance of his 
other duties; y 

(e) act as chairman of the regional education consultative committee if. 
there is a vocational school in his division or as vice chairman of any regional 
education consultative committees that have as members supervisory or guidance 
personnel from his division. 


(7) Each inspector of schools shall report promptly to the Minister any failure 


to comply with the Act or these regulations that comes to his attention. 


Figure 17 


Duties of the School Inspector, 
Department of Education, 
Nova Scotia, 1973 
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Ranking of Functions 


The ranking of functions in section C of the Regional Office 
Questtonnatre reinforces the objectives implicit in the statement of 
the inspector's duties, with the exception of the Service Function 


which emerges with greater importance. 


Functions rated as "very important." The following functions 


were rated as "very important" and are ranked in order. 

Rank 1. Monitoring Function. This function was the most 
important of all six functions because "Inspection services is 
expected to keep the Department informed about educational programs 


' and to interpret "departmental policy 


throughout the Province,' 
to school boards and their staffs as well as the general public." 

Rank 2. Regulatory-Evaluatory Function. Support for this 
function stated that "Inspection services is expected to ensure that 
school boards aaien out in a satisfactory way the provisions of the 
Education Act and the Regulations." 

Rank 3. Administrative Function. This function was 
considered to be very important because Inspection Services assists 
in the.dissemination and collection of information regarding school 
programs. 

Rank 4. Developmental Function. An important function of 
Inspection Services is to assist school boards in the development 
of their personnel and programs. Further justification provided 


tends to be support for the service function but made reference to 


inspectors assisting in the preparation of budgets and meeting 
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regularly with administrative and supervisory staffs to discuss all 
aspects of the school program. 

Rank 5. Service Function. Reference has been made in an 
earlier section (Organization) to the location of Inspection Services, 
School Planning and Conveyance, and Financial Management in the 
Education Finance Program and its separation from consultant services 
in the Youth Education Program. At one time departmental consultants 
perce part of Inspection Services but’ both still work: closely 


together. 


Function rated of ''slight importance.” The function ranked 


lowest and rated of only "slight importance" referred to Inter-Agency 
Cooperation. Although inspectors do maintain a liaison with other 
departments such as Public Welfare and Public Health, this does not 


take a major part of their time. 


Resource Allocation 

Estimates of the allocation of resources to various functions 
are listed below. There is close correlation with their ranked 
importance, with the exception of the Developmental Function which 


consumed the largest part of resources and was ranked fourth in 


importance. 
Function Percentage of Resources 
Administrative 20 
Development 30 
Inter-Agency Cooperation 5 
Monitoring 20 
Regulatory gS 


Service 10 
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Communication 

Two items on the Regional Office Questionnaire were designed 
to indicate the process of communication between the Regional 
or Inspectoral Office and its clients. While the inspectors are 
regarded as the representatives of the Department of Education in 
their divisions, and the primary contact between clients and the 
Department, many people at the local level are acquainted with 
officials and by-pass the Inspectoral Office. In many cases, the 
school superintendents do contact consultants directly, and the 
Beet ant also visit the school systems on their own initiative. 
Stephens (1972:36) noted that an outstanding characteristic of the 
exemplary regional educational service unit was the widespread use 
of advisory groups to "insure a vital two-way communication between 
the clients and the service unit." In Nova Scotia the major 
contacts between the inspectors and local people are the school 
boards. Inspectors regularly attend school board meetings and are 
in close contact with supervisory personnel employed by school 


boards. 
FINANCE 


The financing of Inspectoral Unit offices in Nova Scotia 
is part of the Department of Education budget, and each inspector 
prepares a budget which is coordinated by the Director of Inspection 
Services. The total amount budgeted for Inspection Services for 


1973-74 is $568,680. 
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STAFFING 


Qualifications 

The qualification required for appointment as an inspector 
in Nova Scotia is a teaching certificate class 6 which usually involves 
a master's degree. Degrees held by inspectors, supervisors and 


program consultants are listed below. 


Degree Inspectors- Consultants 
| Supervisors 
Bachelor's Degree Z 6 
Two Bachelor's Degrees 4 ui 
Bachelor's + Master's Degree 10 7 


Doctorate al - 


Allowances, Interchange and Staff Development 

Allowances and benefits provided for inspectors are included 
in Appendix E.4. The Teachers' Union, Nova Scotia Teachers' College 
and university Departments of Education work in cooperation with 
inspectors. No specific percentage of the Inspection Services 


budget is allocated for staff development. 
PHYSICAL FACILITIES 


Inspectoral Unit offices in Nova Scotia are not large and 
the facilities not elaborate. They were described as being "reasonably 
adequate in most cases," and when large meetings are held inspectors 


use the facilities of nearby schools. As a result of their smallness 
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and limited operations, each Unit office is able to be accommodated 


in one building. 
INTER-AGENCY RELATIONS 


Relationships that have been established between the 
Inspectoral Unit offices and other governmental and private agencies 
were described as "limited'' in the joint employment of personnel, 
use of facilities, participation in regional planning and cooperative 
purchasing. No cooperation has been established in the use of 


centralized data processing or in joint staff development. 
LEGISLATIVE STRUCTURE 


Legislation controlling the administration of Inspectoral 
Units concentrates on the generally defined duties of inspectors as 
prescribed in the Education Act and the Regulations. An extract 
‘from the Education Act has been presented earlier as Figure l7. 
Inspectoral Units are regarded as an integral part of the educational 
system in Nova Scotia and interpretation of the existing legislative 


guidelines "leaves considerable room for flexibility." 
ASSESSMENT 


Benefits 

In assessing the benefits that have resulted from the 
operation of Inspectoral Units, respondents were asked to distinguish 
between benefits for teachers, principals, superintendents and the 
Department of Education. At the classroom level the observation was 


made that “inspectors' offices have assisted in the development and 
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improvement of education in all its aspects over the years."" The 
information provided to school boards and staffs, benefits boards, 
teachers and pupils. Although inspectors are available for 
consultation and assistance to principals, they tend to work more 
closely with central office staff. They have regular meetings with 
superintendents, supervisors of schools and secretary-treasurers, 
and while the locally employed superintendent is "primarily 


! 


concerned with the interests of the school board," the inspectors 


are "primarily concerned with the interests of the Department of 


' At the Department level, the benefits derived from 


Education.' 
Inspectoral Unit offices were that inspectors are able to assist 
the Department in "disseminating information," "interpreting 
regulations," "investigating complaints," "answering questions" 


"in general acting as representatives for the Department of 


and 
Education." As far as benefits to other groups are concerned, 


"inspectors are available to provide information or advice to 


anyone interested in any aspect of public education." 


Success in Decentralization of Services 

Inspectoral Unit offices have been "highly successful" in 
ick tite consultative services related to system-wide programs, 
interpreting Department of Education regulations, and in providing 
assistance in planning school buildings. A "fairly successful" 
rating was given to the provision of consultative services for 
teachers, evaluation of school systems and individual schools and 


to the involvement of teachers in curriculum development. 
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Problems 

Of the 22 listed problems that could have been associated 
with the operation of Inspectoral Unit offices, only one (conducting 
educational research) was regarded as a "serious problem." 'Moderate 
problems" were encountered in obtaining qualified professional 
personnel, providing consultative services in curricular and 
special subject areas, obtaining educational research findings and 
providing programs and services for exceptional children. The 
Pomainane listed items were regarded as only being a "slight 


problem." 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


The official interviewed in the Nova Scotia Department of 
Education was at the level of divisional director. In explaining 
the rationale for the development of Inspectoral Unit offices 
reference was made to the historical growth of the education system. 
Initially the supervision of schools was provided by inspectors in 
a highly centralized system, but as education became more complex, 
ere was made for local boards to assume major responsibility 
for supervision by the appointment of their own local supervisory 
staff. The combination of inspectors as a parallel group of 
provincial employees involves a possible duplication of effort, but 
has been maintained "to assist boards and supervisory staff, and to 
monitor local systems to see that they are doing what the Education 


Act requires." Although there is an intention to downgrade the 
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connotation of inspection, the continued need for such a function by 
the Department wae etroneLs supported. 

Separation of program consultants from Inspection Services 
has previously been described, and although there is a good working 
relationship between the two the observation was made that there was 
probably closer liaison when the two divisions were combined in one 
administration. 

There have been no plans made for further regionalization of 
education in Nova Scotia, but the Department of Education official 
and a representative of the Nova Scotia School Boards Association 
both referred to the possibility of related recommendations from a 
Commission on Provincial-Municipal Relations. Because there are 
still some very small administrative units, the prediction was made 
that amalgamation will continue resulting in strengthening the 
supervisory and administrative functions of boards and the 


Department. 


PERCEPTIONS OF TWO REPRESENTATIVES FROM A PROVINCIAL 


SCHOOL BOARDS ORGANIZATION 


The two representatives of the Nova Scotia School Boards 
Association (N.S.S.B.A.) included a former superintendent and a 
member of the executive committee. The perceived rationale for 
Inspectoral Unit offices also referred to "historical" factors. 
At an earlier time there was no one qualified to advise boards, 
and inspectors had a real function. Another observation was that 
as "the regional inspector has been around for so long, they are 


almost taken for granted." Both respondents made reference to the 
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apparent duplication of functions by inspectors and locally employed 
superintendents, and one added that: 
Somewhere and somehow the original duties of the inspector 
as the Department's representative in the area is going to 
have to change. The inspectoral duties of inspectors were in 
existence before local superintendents were appointed -- but 
now he is in a position that while he has the rights there is 
also someone else in the area who is directly employed by 
the board and who is the advisor to the board -- and this is 
where there is a conflict at the moment. 
The future role for the inspector was perceived to be mainly 
administrative in bringing the Education Department closer to the 
local district. 

Although there was a definite need for the Inspectoral Unit 
office in the past, the present justification was perceived. to be 
"in making the Education Department less remote to the outer-lying 
areas."' There was also a benefit to be derived by the small school 
boards who were unable to employ their own superintendent and who 
could use the supervisory services of the inspector. 

One recommendation made by the respondents for the 
administration of Inspectoral Units referred to the need to clarify 
the roles of the local superintendent and the Departmental inspector 
especially in regard to the supervision of teachers. There was 
some reluctance to predict future developments in the Inspectoral 
Unit, but reference was made to an apparent trend to increase local 


control simultaneously with some centralization especially in 


finances. 
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PERCEPTIONS OF A SENIOR ADMINISTRATOR IN A 


PROVINCIAL TEACHER ORGANIZATION 


The limited development of any research into regionalism 
in the administration of school systems in Canada was used as one 
justification for this study. While the regional planning of many 
departments of education is still at a developmental stage, vague 
and unstated objectives and ill-defined procedures for example have 
affected the positions assumed by teacher and trustee organizations. 
This may be one reason why such organizations have not always been 
able to clarify their own policy position on regionalism and its 
various administrative forms. There are also other reasons. The 
respondent interviewed in the Nova Scotia Teachers' Unicon made 
observations on, the, Inspectoral Units, in the province by stating that 
~"there is probably a place for them in representing the Department 
and interpreting regulations."'’ While there was a perceived reduction 
in "the circle of influence" of inspectors with the appointment of 
local superintendents, a final summation of the Inspectoral Unit was 


that "it sounds like a good idea." 
SUMMARY 


The functions performed by regional offices of education in 
other Canadian provinces are in Nova Scotia the joint responsibility 
of 15 inspectoral offices and the Specialist Services Division of the 


Department of Education. Each office is staffed with an inspector 
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and curriculum consultants work from the head office in Halifax. No 
programs and services in general administration or pupil and staff 
personnel are provided by the inspectoral office. Functions performed 
by the offices include, (1) monitoring function, (2) regulatory- 
evaluatory function, (3) administrative function, (4) developmental 
function, and (5) service function. Assistance in "the development 
and improvement of education" is one general benefit derived from 
inspectoral offices, while the Department of Education has specifically 
benefited from the dissemination of information, the interpreting 

of regulations, investigation of complaints and inspectors being 
available to act as representatives for the Department. In the 
decentralization of services they have been highly successful in 
providing consultative services on system-wide programs, interpreting 
regulations and providing assistance in planning school buildings. 
Conducting educational research was the only problem considered to be 


serious in the operation of inspectoral offices. 
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Chapter 8 
REGIONAL BUREAUX IN QUEBEC 
EXTENT 


Establishment 

The Department of Education undertook in the autumn of 1966 
the organization of nine Regional Bureaux (Figure 18) corresponding 
to the administrative regions as defined by the Department of 
Industry and Commerce. This initiative permitted the deconcentration 
of certain administrative duties, encouraged community participation 
in school reform and improved communication. 

In 1968 (June 6), the Minister of Education announced the 
formation of the general directorate of Regional Bureaux, the 
nomination of the director-general, his assistants and the directors 
' of the nine Biase At this time the Minister delivered an address 
(Appendix G) in which he enunciated the main duties of the Regional 
Bureaux and the policy of decentralization and deconcentration 
that the Department was intending to follow. This is the only 
official statement on the formation and direction of Regional 
Bureaux. As an administrative plan it established, without precise 
definition, clients, administrative tasks, responsibilities and duties. 

Three factors were considered in particular at the time of 
establishing the Regional Bureaux directorate. 

1. An extensive process of regionalization foreshadows the 


need for reforms; 
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2. The need for the presence of departmental officials in the 
regions; and 

3. Integration of personnel from the Division of Public 
Instruction into the new department. 

In 1970 (November 5) in a brief (Appendix H) from the 
Deputy-Minister to the Minister, four main functions of the Regional 
Bureaux were specified: 

1. Administrative extension; 
2. Pedagogic development; 
3. Information and communication; 


4. Regional socio-economic planning. 


Organization 


Organization charts illustrating the location of Regional 
Bureaux Services within the Department of Education, and its own 


relationship to the nine regions, are provided in Figures 19 - 20. 


Personnel 

The positions, numbers and salary range of administrative 
and supervisory personnel in the nine centres of the Regional 
Bureaux Service are illustrated in Table 15. Similar data for 


head office personnel are listed below. 
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Table 


Positions, Numbers and Salary Range of Regional Bureaux 


Administrative and Supervisory Personnel 


-—- Quebec, 1973 
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2. Chicoutimi 


3. Quebec 


ae 
4. 


Trois- 


Riviéres 


i 


Sherbrooke 


a 


Montréal- 
north central 1 


6a 


14 


17 


a. Montréal- 
south 
Timed: 


OD CO TN ON 


8. Rouyn 


9. Hauterive 


69TZ -zOee $ 


6T¥L -6977 $ 


88ZTI-8869 $ 


0S66 -6809 $ 
0566 -6809 $ 


SSO6T-Z7STTS 


0000Z-0004%TS 


SSO6T-Z27STTS 


6Z78T-O9TIT$ 


OOTEZ-OS68TS 


Salary ranges: 


LAL 


} 
, 
| 
ir 
a 
. 


; 


> * 


30s Ve 


yugd~ Ad?a 


are Oe wid | 


Coa del) 


“eqed~ -2bR0 


ie 
Te 
Oy = 


D ; m ia . ; }, A 
YAM "i ile aT Ava ay, rs ; ME ui) : ry, 
iS Dat me ae i BU aid Trew | | en |i 


| al Me Sea unten i 
‘ a) Ae 4 i pr ak Psy bs 
Whee) he “a : ana Pi f ABBY), 7 nh oh ; : i | + 
; AM Lh r. ea ue ng y * rr vf #ai vis i) { } ; ‘ 7 
De a eal en , 
Oy aia V2 US POA ie Ary 


No. of Salary Range 

Position . Positions $ 
General Coordinator iL . 21625-27625 
Assistant to the General 

Coordinator i 16100-20200 
General Secretary a 18950-23100 
Parent Services iE 18950-23100 
Science Education 

Specialist 4 £i542~-19055 
Administrative Attaché 1 11160-18429 
Data Technician 1 6089- 9950 
Office Clerk 1 3706- 6155 
Support Personne]. 4 4032- 7169 


Clients 

The numbers of school jurisdictions, schools, teachers and 
pupils served by each Regional Bureaux are provided in Table 16. 
Since the Regional Bureaux do not work directly in the area of 
providing consultative service to teachers and principals, the 
relevant ratios as calculated for other provinces have not been 
determined for Quebec. There are two major types of school board 
in Quebec. The local school board is responsible for kindergarten 
and elementary levels, while the regional school board has 
responsibility for secondary education. Local boards in the region 
elect from their trustees the administrators of regional boards and 


provide funds for their operation. The process of regrouping and the 


current distribution of school boards are shown in the following data. 
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Categories 1969 1970 1971 1972 
Regional School Boards 
- Catholic pss SD aS 48 
~- Protestant 9 9 9 10 
Local School Boards 
- Catholic O75 897 884 189 
- Protestant 145 141 129 38 
Total 1284 1102 O77 285 


Source: Department of Education, Quebec. Hducatton tn 
Quebec. A Report of the Activities of the 
Department of Education in’1972. ‘p. 183 


Programs and Services 


The programs and services available from Regional Bureaux in 
Quebec are listed in Table 17. In the category of Pupil and Staff 
Personnel Services and Programs, consultant services were available 
in guidance and testing, special education, adult education, in- 
service education, and audio-visual service. Consultant services 
of a general administrative nature were concentrated in the areas of 
school board organization, school buildings, and budgeting. A 
supplementary note on the Baste Data Questtonnatre summarized the 


activities of the Regional Bureaux as follows. 


Les activités des Bureaux régionaux sont concrétement resummées 
comme suit: 


1. Renseignements et information 
Rétro-action 

Service aux parents 

Soutien a la gestion administrative 
Soutien 4 la gestion pedagogique: 
Soutien a la gestion des personnels 
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Regional Bureaux -- Quebec, 1973 
Availability 
1. Ze a 4. 
Programs and Services Woss1 ble § Moet ble Escola ond necting 
pot Taare put finned jaadequate cesegt 
or Pu ure or Future for’ pacsent aoaand 
A. PUPIL AND STAFF PERSONNEL SERVICES AND PROGRAMS 


Table 17 


Availability of Programs and Services, 


1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 
1.1 Guidance 


1.4 


1.5 
1.6 Kindergarten-Early Childhood Services 


1.7 


», Testing and Counselling 


Counselling students 

Testing students _ 

Vocational guidance 

Psychological service to students 
Psychiatric referral service 
Social Work 


Special Education Instruction 
Gifted children 


Partially sighted children 
Hard-of-hearing children 
Other Special Services 
Speech screening 

Speech therapy 

Hearing screening 
Educational research 
Nursing service 

Medical service 

Dental service 
Audio-visual service 
Library service 

Adult Education 


In-service Education 

Conducting workshops for professional staff 
Conducting workshops for non-certified staff 
Providing extension classes for credit 


1.8 Other (please specify): 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.1 Guidance, Testing and Counsellina 


2.2 
2.3 


2.4 


rr tS ee 


Counselling students 

Testing students 

Vocational guidance 
Psychological service to students 
Psychiatric referral service 
Social Work 

Special Education 

Gifted children 

Educable children 

Trainable children 

Partially sighted children 
Hard-of-hearing children 
Other Special Services 
Speech correction 

Library service 
Educational research 
Nursing service 

Medical service 

Audio-visual service 

Adult Education 
Kindergarten-Karly Childhood Seryices 
In-service Education 

For professional staff 

For non-certified staff 
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Table 17 (continued) 


Availability 
Programs and Services 1. 2. 3. gs 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.8 Regular Instruction 
Elementary curriculum: 
Reading, Language Arts Y 


Science Pare ee ere er ee tog 
Social Studies ELE? SL ORES BR oe 
Mathematics _ Rae aes Pare eae a 
Second Language eh ee | 

Art ae Sa eee, 
Music eae a Pe 


Physical Education ee: enn ee Ee eee 
Language Arts 

Science asl 12 Aah eal Dah am fb 
Social Studies | 
Mathematics { 

Second Language 
Business Education 
Home Economics 


Trade-industrial-technical Re 
Industrial Arts 


Agriculture ‘ 
ae |_—_——_} 
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B. GENERAL ADMINISTRATIVE SERVICES AND PROGRAMS 
1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 


Maintenance of buildings and grounds 
Pupil transportation | Pp aiaeg 
Secretarial service _ yf ; 

Legal matters | volcano sie, gcaaais Ca aaa 
School district reorganization | PORE ates at eee 
Site selection and acquisition f Pe eer ere ae 
School building programs i Pree ke 
Public relations for local districts | Lf 

* Financial budget ing-purchasing-accounting 
Orientation of school board members 
Administrative organization | 


Teacher-administrator-board relations / lsfcaae wee 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
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Site selection and acquisition 

School building programs 

Public relations for local districts 
Financial budgecting-purchasing-accounting 
Orientation of school board members \ 
Administrative organization 
Teacher-administrator-board relations 


EL SREG 
PrP oR SE 
ee lee ee ees 


e 


NNYNNM NNN N DL DH / PL 
e 
we eH OONUAU SW 


wnro 


if ff; AN avery tr | Hh Lae Pate } ip i 
ri |e on ange f } thd ‘ , | i 
aby (a Vn et ed ; ' i ae 
at TOM ee A) 
4 Poa i eg / Ue | 1 \ hy hy My 
\ ’ r i i Ls) ean or i i : 
5 Ne, a oe ") i ‘ 
Vay A we i ‘ Ni, 
{ ¥ J r 
‘ v gi | 1 (ae 
AW ae th “i nit iat bi rr j ie ) _" 
if y i 1 iy ’ 1 ‘ / 
Cited) % essen 
i fay Fee 
; : 


TMS th cthe TURES CRA emg eT pane aS Ne ea 


"4 
yah by pkey 
4 ‘ : ara 
Parverepe Wnvenemayerre ca iagteignad oyite 4, op baie | esp 
\ Bee if UA 


ie i y Aa 
Ve j 1 


1 . a 
an sherri sae rt dag Uhre ght sean iar Pewee pre re nme nro BY 


a of nbn waniptaidAivd hb (PRESTR slider ichal jar poheay fea Be ms 1 ete it Ap lade a ~— _ 
ila hel ml in hth ghrelin l pare > nadnpheneshie eh oomph . 
eee . = ee ee, ee, kl sibendtal ay «orders wide Lae al ha ee , 
ane “Pre sano sepa arin von diten pate tesla rg tn Me aah rr linrsagelalipsauetinleni tei 


? 


1 f Lilet Pt cee ecninmpetaheiel p> 4 Wawerenemey Tey) sng NA lb ite ee acel cian en nendiiend eee 
yhoo sslrasRoseni~ lh Vipin oll eel nals ait eee inci Osea “ ote me Re sein ake alvessntileppnignloneritnnesats a 
% 
fi, 


paresthesia lilt snaenimetrsgniotchtarnneh nen 
| t Treg wae 


[ ee ee A tee as eo ee shal Galat® seem mentation tls parte. er meal ree eee 
a ee ee seh tap maa rch sate va amaooreey atl bali ean scininldideliichackapeastigns 
a om it dp Arpt ge tt morte Se ee eee mt or ederpiay eee te ahd hapomeptshsiopenremntnrerensainene rian | 
Far Anarene - vd mor Teor nail. penis 9 scence on wae any et 5 Aerie one Aah Graie ee —- ; 
thom ai al Ahh.) Perey earte = ny opnies aeons +e ttecaeateon omyele orentn ® aie Me tee Sie mye - arty: Senses Se ae 
oth 
ae vere Lit SE el tera) atone eel danliid Hannes peewrlinliananeane (a waived dhdascrernnn seth sehen Vie mana mem laanct ; 
~ mags ee > te eee ener or a i WR. > en Mis vochanpein finer “5 , 
opens iy i ee venue een) “ tinea wernn jams eer aa eeeetieehty 


rides Arte mega atin ie ap pen tiie map ay-tirenl! 8 adnate satel onan a tan nine meter 
a oe ea re ea nh mang tno rename cai eienaien caaieeetl 


os 


ore rer - bi 1p TS ark ewe vf be o 1 mye velit t rene jst pie lee ence il 5 
énit x ——_ peda hllgemnby mare Meciipeaiveire sm oanarapmsaih panes . et Raver pan 


' : 

9 Mini ware Roar Symbian yw mya alam em i Abeta ky dprpies lly pornstar 
‘ ; hal? Ps 

| : 1 


towekiss come ps ered ise Merman errata ste emewnipmretsjfh ies winrién 1+ held) alate 
| 1 ¥ 


eh 
| 


~ 7 =< - we yet Rinentiveed 
“— i + sseefeor Arey renenlges eww Th oa 


wee detewi.s ofl ware a eaiaten. Set it te pacarense (Gael ah 77 


acted sienna saune Ababa pmol waves Filion hark . 


Se ie ee sneer deerencoaey ilimtieg dane mpi ape 
mie 
i coos anv sree Aion wae y 


a pe ecaragie a ere mein, ae tara see tpn tai maaan 


puna’ a ~votseabonse bad 


ee emer mp gape ely 


Te aeilahliea add dl defehaieeal sap eee ee eee 


copped ahh ae wre memrche ts pe mca 


dd -peisba 
yeybbewge | 


Atala PRRs ONAN 922% OM ean ane ; 


seein nomen Ca MATA SOLIS Gaatve 
pines hove npebbtiod, ve" wo SHR 
ena 
; seiaesaenaas 4 Sera 
. ; ci ears cee ey 
aare : er . 7 
“ ' an b Taped apd 
Aa iA it “aT | eb ae Dridican cael eon tongnte 
ee: ks weet NS a = ie BGG, bend leaned ke 
ive addy caine no Nps obeys) oye 26% 
lsh hscbocpididacdosstneMn Om pr. rer “ 
Nani o 1 (yYiange’ ; hap 
: nanan | os : . , | : : i mer i 
; } i My H j z i j mA Tio ; i oe i ir as pa : Tea ee 
WN it aly a) oh ' / ) 
si ) ' ) 
- . 
i \ 1; ! | 
\ a 
1 ie i ' Ny | 
Wye Vatite (Sao meee URES: SO a nin 


147 


GOVERNANCE 


The Regional Bureaux of the Quebec Department of Education 
are considered as intermediate units in the sense that they serve the 
Department and regional and local administrative units. In terms 
of the relationships between the Bureaux and the Department, the 
regional director assumes control over the activities of his personnel 
and administrative management. As far as the specific type of 
activities is concerned, professional personnel receive their 
directions from the appropriate branch of the Department. General 
policies are established jointly by the appropriate branch and the 
general coordinator of the Regional Bureaux. These policies are 
then submitted to the regional directors. 

Professional personnel in the Bureaux are regularly recalled 
to Quebec for monthly meetings where they receive appropriate 
information and direction for their active programs. They are able 
at all times to communicate at the provincial level with the branches 


responsible for programs. 
OBJECTIVES AND FUNCTIONS 


A clear and unique statement (Quebec, Department cf 
Education, 1972:227-280) of objectives of Regional Bureaux, and the 
relationship between objectives programs and achievements in 1971-72 


is contained in Appendix lI. 
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Four objectives are listed: 

- To promote the development of education in the regions by 
helping the centralized and decentralized bodies of the 
Department of Education improve the scope, quality and 
efficiency of educational services; 

- To offer administrative and technical services and 
assistance to school administrations; 

- To work with regional socio-economic planning bodies; 

- To maintain close ties between the Department of Education 
and the public. 


Ranking of Functions 


Of the functions listed in the Regtonal Offtce Questtonnatre, 


five were rated as being ''very important." 


Functions rated as "very important." 


Rank 1. Developmental Function. The justification for the 
high ranking of this function noted that education must develop 
coherently in a province as well as in a region. Through a listing 
of regional priorities and regional boards, coordination of 
experiences and of regional initiatives and the coherent application 
of policies become possible. 

Rank 2. Evaluatory Function. The Department relies on its 
regional authorities who are close to school systems, to provide a 
continuous report on the state of education in each region. 

Rank 3. Communication Function. The distribution and 
interpretation of information from the Department through the 
Regional Bureaux personnel was considered to be "dune extréme 


" rather than using written circulars. 


importance,’ 
Rank 4. Monitoring Function. In the same way as importance 


is attached to providing information for the public, the Department 


also must be kept informed of the reactions to its policies. 
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Rank 5. Inter-Agency Cooperation Function. This function 
was considered to be very important because the development of 
education cannot overlook developments in other sectors where 
education is involved. The comment was made that "une collaboration 
inter-ministérielle et méme une coordination est souhaitable 
[desirable]." 

Functions rated of "moderate importance." 

Rank 6. Administrative Function. An explanation for the 
ranking of this function noted that a regional authority cannot ignore 
Boe eer at ine constraints and must take on certain administrative 
duties that are more appropriately deconcentrated to the regional 
level. 

Rank 7. Service Function. Although reference was made 
to the proximity of the Bureaux to clients and the need to provide 
some services, an important emphasis is given to allowing school 
-boards to determine their own services and act with some autonomy. 

Rank 8. Regulatory Function. Although ranked last, aspects 
of this function were assumed to be included in the evaluatory 


function. 


Resource Allocation 

Estimates of the financial and human resources allocated 
to various functions are listed below. Although the Administrative 
Function consumes 40 percent of resources, it was ranked only sixth 
in importance, and the function ranked first (the Developmental 


Function) was allocated 20 percent of resources. 
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Function Percentage of Resources 
Administrative 40 
Developmental 20 
Inter-Agency Cooperation 10 
Monitoring 10 
Regulatory 10 
Service 10 


Communication 
Teachers make few requests to the Regional Bureaux for 


service. Principals and school board superintendents are more often 


in contact with the Bureaux through regional planning conferences and 


regional committees. No budgetary provisions are made to engage 
consultants to advise on the relaticnships between clients and 
the Bureaux, as that is regarded as part of the role of Head Office 


personnel. 
FINANCE 


Comparative figures indicating the expenditure on Regional 
Bureaux in relation to total operating expenditures for the 
Department of Education were available for 1971-72. Selected budget 


items are as follows. 


Operating Expenditures of the Department of Education - 1971-72 


(in thousands of dollars) 


Administration 820 
Elementary and Secondary Education 3415 
Higher Education 177074 
Data Processing Service 4305 
Regional Bureaux 2483 


Total of all operating expenditures 1196438 
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Amounts budgeted for Regional Bureaux for 1973-74 were $3,063,500 
and for 1974-75 - $3,231,400. A summary budget for the Regional 


Bureaux Service for 1972-73 is presented in Table 18. 


STAFFING 


Qualifications 


Regional Bureaux personnel require a bachelor's or master's 
degree in educational administration or a terminal university diploma 


appropriate to the field of job specialization. 


- Allowances, Interchange and Staff Development 


Appendix E.5 provides a summary of the allowances provided for 
Regional Bureaux personnel. The nature of the relationships between 
Regional Bureaux and tertiary institutions is influenced by the 
absence of any defined separation between the Bureaux and the 
_university and college sectors. Through planning conferences and 
regional committees, the universities and colleges are able to make 
their contribution to regional development in most of the regions. 
Approximately 10 percent of the Regional Bureaux Service budget is 
allocated to staff development. In addition, Head Office teams 
organize orientation seminars and work and information sessions 


specifically for Bureaux personnel. 
PHYSICAL FACILITIES 


The physical facilities provided for Regional Bureaux in 


Quebec were considered to be adequate for the functions currently 
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Regional Bureau Service -- Summary Budget, 1972-73 


Budget Item 


Salaries, wages, allowances 
Transportation services and communication 
fere ee ee ced 
Postage and transport 
Other 
Professional, administrative and other services 
Maintenance and repairs 
Hiring of materials and equipment 
Furniture and supplies 


Materials and equipment 


Total 


$ ('000) 


2220 


240 
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being exercised. In each of the nine regions all personnel of the 


Regional Bureau are accommodated in the same building. 
INTER-AGENCY RELATIONS 


Regional Bureaux in Quebec have established "extensive" 
relationships in joint participation with school boards and other 
organizations in regional planning. "Limited" relationships have 
aes developed in joint employment of personnel, use of facilities 
and staff development. Personnel from school boards are available 
on a contract basis to the Bureaux. In 1973-74 about 15 personnel 
were engaged on contract from school boards and about 100 
instructional development consultants employed on the same basis. 
In nine of the ten Bureaux certain services are shared jointly with 
other government departments. No relationships have been established 
in cooperative purchasing or the use of centralized data processing 


facilities. 
LEGISLATIVE STRUCTURE 


In response to the question, ''How much flexibility is 
there in the legislative guidelines related to Regional Offices?" 
the comment was made that the Bureaux in Quebec were not mentioned 
in the school legislation. The Bureaux have had to themselves 
establish a place in the Department, and for almost one year they 
are gradually being considered as "une partie intégrante" of the 


educational system. 
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ASSESSMENT 


This section focusses on the benefits, success and problems 


of the Regional Bureaux. 


Benefits 

There were no benefits to pupils, teachers and principals 
resulting from the operation of the Bureaux since they do not 
function in this area. At the level of the school board central 
office, school systems are more adequately able to meet the aspirations 
and needs of their environment and there is a locally based 
administrative unit which is able to identify with the region. For 
the Department of Education, the Regional Bureaux have provided 
"un feedback plus complet et plus riche" because of a deeper and 
more complete knowledge of the regional environment. Divisions of 
the head office of the Department have also been able to devote more 
time to basic functions. Benefits to other groups noted a better 
possibility of intra-section and intra-ministerial coordination, and 
coordination between ministries and government departments in the 
various regions. Another benefit involved better reciprocal 


articulation between education and other social agencies. 


Success in Decentralization of Services 

Assessment of the success of Regional Bureaux in decentralizing 
some of the services previously provided by the head office of the 
Department of Education needs to be related to defined functions. 
Ratings of "fairly unsuccessful" and "highly unsuccessful" were 


consequently given to the provision of consultative services related 
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to system-wide programs and the involvement of teachers in curriculum 
development. The Bureaux were assessed as "highly successful" in 
providing assistance in planning school buildings. Three other 
services listed in the questionnaire item were completed as 


"undecided." 


Problems 
Of the 74 listed potential problems, 25 were considered to 
be either ''serious" or 'very serious.'' A complete listing of the 


ratings for each problem is presented in Table 19. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


The respondent interviewed in the Quebec Department of 
Education had occupied his senior position for only two weeks, and 
the subsequent section provides an account of the perceptions of 
an official who had been associated with Regional Buneaued 4o¢ a 
longer period. 

Regional Bureaux were developed in Quebec as a consequence 
of a sweeping program of reform in education in the province, 
including a reorganization of administrative structures at the 
central level. A new approach to increasing local responsibility 
for the supervision of education resulted in a decision to terminate 
an inspectoral function of the Department of Public Instruction. 


According to the respondent: 
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Inspectors were then available for a new type of role -- 
they were field workers and they knew the milieu quite well. 
Therefore we felt it was nonsense to have them all back here. 
Some came back in new positions in the new structure, but some 
were kept in the field. At this time they were not formal 
Bureaux, but "our men in the field," and that was the start 
of these Bureaux. 
At the same time there were a series of reforms in school financing 
designed to equalize financial resources in the province, and the 
school finance and buildings and capital expenditure divisions of 
the Department were expanded. Representatives were considered 
necessary to deal with school boards on a regional basis. An 
additional reform to establish regional school boards emphasized 
the need for field representation. This increasing concern for 
the regionalization of the administration of education was one aspect 
of a trend to regionalize government action. However, the development 
of the Regional Bureaux was "trés empirique" and the respondent 
stated that "it so happened that we went in that direction because 
‘various factors concurred." 

The major objective of the Bureaux was perceived to be to 
provide advice to school boards and to provide feedback to the 
Department. Some of the larger boards consider that they do not 
need such advice, and were perceived to reject the necessity of using 
the Bureaux as an intermediary. 

The most important benefit to the Department of Education 
resulting from the operation of Regional Bureaux was perceived to be 
in the following terms. 

We have men in the field who we can reach any minute and 

have their views on different questions and maybe ask them to 


make contact with . . . whoever we would be dealing with and 
be readily available fors. :...-discussions on the spot, 
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At the same time problems were perceived to be created because the 
Bureaux have not been easily recognized as valid components of the 
system, their powers are limited, their role is not clearly defined 
and there is uncertainty as to who should use them. 

Perceptions of the respondent on the future role for Regional 
Bureaux in Quebec focussed on the following issues. Because the 
Department has gone through some drastic reforms, expansion and 
establishment of province-wide norms in financing, the Bureaux may 
become more involved in a "regional application of provincial 
policies."' Future development of the Bureaux was also perceived to 
involve a choice between two directions. Regional school units of 
administration could develop and remove the necessity for Bureaux, or 
the current system of school authorities could continue with more 
powerful Bureaux. If the Regional Bureaux are given more power, 
further changes in the central structure of the Department will 
become necessary in order to take the Bureaux beyond their current 


“floating” Status 


PERCEPTIONS OF A FORMER SENIOR ADMINISTRATOR 


IN THE PROVINCIAL DEPARTMENT OF EDUCATION 


A former official of the Department of Education who had 
been closely involved with the development of the Regional Bureaux in 
Quebec was interviewed and some of the perspectives he was able to 
provide have been included here in order to present a report which 
as completely as possible covers the perceptions of representatives 


of the Department of Education. This respondent reinforced the 
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previously stated rationale for the establishment of Bureaux by 
indicating that Ripe "an administrative perspective" to deconcentrate 
services -- "to have people in the field to be used as representatives 
of the Department for services better rendered from the field than 
from Quebec." Recently there has been a reorientation with the 
Bureaux moving into another function which is less administrative 
and more advisory in areas such as curriculum, finance and 
buildings. 

Although the respondent perceived that some may not regard 
the Regional Bureaux as a very successful enterprise, he believed 
that they "have played a very important role in implementing new 
policies such as the reorganization of regional school boards." 
The central problem encountered in establishing the Bureaux was 
related to the lack of flexibility of personnel. Many of the people 
appointed were formerly inspectors, and in another situation the 
respondent recommended employing personnel who were "more oriented 
to the advisory function." 

A final assessment of the Regional Bureaux structure in 
Quebec noted that it was more an example of government deconcentration 
than decentralization. The government was perceived to be not 
willing to decentralize decision making because a "coherent pattern 
of decisions" was necessary, and increasing the powers of the 
Bureaux could eventually foster regional governing units. This 
would weaken the central government, and create further divisions, 
all of which was perceived to be not desirable in the province of 


Quebec. 
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PERCEPTIONS OF A SENIOR ADMINISTRATOR IN 


A PROVINCIAL TEACHERS ORGANIZATION 


There are three teacher "corporations" in Quebec. The 
Quebec Teachers' Corporation (C.E.Q.) represents approximately 90 
percent of teachers. The perceptions of the respondent reported in 
this section have been translated from the original interview in 
Beexicte: The two other organizations representing 10 percent of 
teachers are The Provincial Association of Protestant Teachers 
(P.A.P.T.) and The Provincial Association of Catholic Teachers 
(P.A.C.T.). Contacts were established with these groups but no 
interviews were completed because of conflicting appointments. 

The respondent from the C.E.Q. interpreted the first 
question from the Interview Schedule (Appendix B) more in terms of 
the reasons why his organization supported the introduction of 
Regional Bureaux. A+ decentralization of school administration would 
enable Bureaux personnel to "make quick on-the-spot decisions" and 
would avoid some of the time-consuming delay in referring most 
issues to the central Department of Education. An example was 
provided in which there were delays in the opening of new schools 
becausthaeeisaont on the supply of furniture had to be authorized 
at the central level. Bureaux personnel were perceived to be in a 
better position to determine and interpret the needs of the regional 
milieu, whereas centrally based personnel have to cover a wider area. 

The question was asked "Do you think that the introduction 


of Regional Bureaux has enabled the Department of Education to exert 
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greater control?" An increase in more efficient control was 
perceived by the respondent. 
It could bring a better overall control because the Regional 
Office would be given equal opportunities to perform and 
authorize duties as would the Department. The consultants 
would also come to know their one community better and 
could more easily influence the decision of the regional 
board. The control therefore would not necessarily be 
greater but more efficient. 

There were perceived advantages to be derived from involving 
Regional Bureaux at the classroom level. Teachers would find it 
easier to plan and discuss pilot projects; for example, the open 
classroom would be accepted and put to use more readily if 
consultants were there to supervise such activities rather than 
having to make referrals to the central level where time is consumed 
and no close supervision is provided. In isolated areas of the 
province, teachers were perceived to be not receiving adequate 
consultation and supervision. 

There is a common concern among the provincial client 
organizations about the personnel appointed to Regional Offices, and 
the following extract clearly indicates the perceptions of the 
respondent in the C.E.Q. 

These men were quite frustrated for very good reasons. The 
government had a right to change its system, but to them 


changing the men around from inspectors to regional consultants 
did as little as tearing down one old school and building 


another . .. . They had a right to know what was happening 
and why these changes were occurring ... Their real duties 
haven't been quite determined yet .. . That is why we are 


now very dissatisfied with our Regional Bureaux from the 

point of view of personnel and duties assigned to them. There 
is one Regional Bureau in... but very few school boards 
and teachers have anything to do with it. The personnel... 
do not take their job too seriously, and local school boards 
still prefer to go to the Department rather than the Bureaux. 
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PERCEPTIONS OF TWO SENIOR ADMINISTRATORS IN THE 


PROVINCIAL SCHOOL TRUSTEE ORGANIZATIONS 


The two "federations" representing school boards in Quebec 
are The Quebec Federation of Catholic School Commissions (Q.F.C.S.C.) 
and the Quebec Association of Protestant School Boards (Q.A.P.S.B.). 

The Q.F.C.S.C. represents approximately 90 percent of school 
boards. Factors perceived to be involved in the establishment of the 
Regional Bureaux include: 

1. "To get the Department of Education more close to where the 
action is at the level of the school board and to cut some of the 
heavy traffic for different administrative actions coming into the 
Department." 

2. "To create an avenue for two-way communication." 

The respondent perceived a "constant battle" to gain control over the 
' Bureaux which involved the school boards trying to get more powers 

to the Bureaux so that they could influence them, as opposed to the 
central administration trying to retain power. 

School boards tend to perceive the Bureaux as having two 
objectives -- "to bring about a certain decentralization of decisions 


1 


without letting it go back to the school boards," and to act as a 
"pass receiver.'' The Bureaux were perceived to be unable to act 


independently except on a few minor administrative matters. 


For the Department of Education there was a perceived increase 


in information provided by the Bureaux, but the benefit for school 
boards involves "the possibility to influence a level of decision 


of government." Three specific problems associated with the Bureaux 
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were noted by the respondent from the Q.F.C.S.C.: - 

1. The Bureaux need to be able to get "faster and clearer 
decisions.'' School boards would rather have the Bureaux make 
decisions than let them be “immobilized" in the central department. 

2. Personnel. The following comments illustrate the problem 
that has been encountered in several provinces. 

- . . they were not well informed as to what was going on in 

the Department. Nor were they interested, it appeared, in 

what was going on in the school boards, because the more they 
knew the worse their situation must have seemed. 

Some of the problems we [the school boards] face today is 

because these people were not tailored to the operation -- 

they were put in there because they were available. 

3. The Regional Bureaux should have more responsibilities which 
facilitate the administration of school boards. 

Predictions for the future of the Bureaux were similar to 
those offered by the respondent in the Department of Education. The 
Q.F.C.S.C. respondent noted that if the centralization of authority 
that is occurring in Montreal is successful then the Bureaux will 
become unnecessary, but if it is unsuccessful and does not satisfy 
the government the Bureaux will probably be granted greater 
responsibilities. 

‘For the Q.A.P.S.B., which represents about 10 percent of school 
boards in the province, the rationale behind the introduction of 
Regional Bureaux involved "an attempt to decentralize."' The 
respondent admitted to being "leery" of the effects of the Bureaux 
system, and considered that instead of providing leadership, the 


Bureaux engage in a lot of "checking-up,'' and major decisions are 


still referred to the Department. This was regarded more as 
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deconcentration; for the Q.A.P.S.B., decentralization involves 
getting back some autonomy for school boards. A lack of autonomy 
was perceived to be the major problem facing Bureaux; uniformity 
of action appeared to be important for the Department of Education 
and this is why the Bureaux cannot be given too much power. The 
respondent voiced a concern about the erosion of school board 
powers, which has also been reported in notes on other provinces. 
The autonomy of school boards has been reduced by the Department, 
and whether powers are granted the Bureaux or retained by the 
Department, the same result is achieved. Transferring powers back 


to school boards was strongly recommended by this respondent. 
SUMMARY 


In 1966 nine Rap tonal Bureaux were established in Quebec 
corresponding with administrative regions defined by the Department 
- of Industry and Commerce. A regional director and a wide range of 
professional and non professional personnel were based in each of the 
Regional Bureaux. In 1970 four major functions of the Bureaux were 
specified as administrative extension, pedagogic development, 
information and communication, and regional socio-economic planning. 
The functions used in this study which were rated as "very important" 
included (1) developmental function, (2) evaluatory eee ane (3) 
communication function, (4) monitoring function, and (5) inter-agency 
cooperation function. Consultative services were available in 
guidance, testing, special education, adult education, in-service 
training, audio-visual service, school board organization, school 


buildings and budgeting. Teachers or principals did not receive any 
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benefits from the Bureaux as little work was done in this area. School 
boards however have been assisted to meet the needs of their region, 
and the Denar eneat of Education has obtained improved feedback. A 
high degree of success has been achieved in decentralizing the 
planning of school buildings. Problems rated as very serious for the 
Regional Bureaux included the conducting of educational research, 
obtaining educational research findings, and coordinating programs 


with the Department. 
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Chapter 9 
REGIONAL OFFICES OF EDUCATION IN ALBERTA 
EXTENT 


Establishment 

The planning and development of the Regional Office system 
in Alberta can be traced to recommendations of the Royal Commission 
on Education 1959 which stated: 

180. That the Province enter into the service field of 
supervision through the provision of highly qualified and 
specialized regional consultants. 

181. That the development of a regional system of special 
services be coordinated with the plan of transfer away from 
provincially appointed generalists and include as required, 
more training and retraining of special field personnel. 

182. That the immediate nucleus of each regional office include 
high school inspectors, special personnel in reading, English 
language, guidance, and superintendents required to inspect 
rural and small urban schools which are independent of 
divisions and counties. 

(Royal Commission on Education, 1959:205) 

The revised School Act of August, 1970 required local 
boards to appoint their own superintendents. When the move to 
implement this was made, there was a decision that the necessary 
monitoring function of government would be accomplished from 
regional centers where professional staff could emphasize service 
but act incidentally as the "eyes and ears" of the Department of 
Education. High school inspectors surveyed all boards in each 


designated region of the province and identified what local 


administrators felt were the service needs in each area. The six 
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Regional Offices chat were consequently established were staffed to 
meet what local people had expressed as their needs. Neither lay 
community members nor representatives of professional associations 
were directly involved in the planning. In July, 1972 the Regional 
Office located in Athabasca was closed because it was found to be 
not suitably located for some of the school boards it was meant to 
serve. Figure 21 indicates the regional boundaries and location 


of the currently operative Regional Offices. 


Organization 


Operation of Regional Offices in Alberta is the responsibility 
of the Field Services Branch of the Department of Education which 
is administered by a Director and two Associate Directors. The 
organization of the Field Services Branch in relation to other 


divisions of the Department is illustrated in Figure 22. 


Personnel 

The positions, numbers and salary range of personnel in 
the head office of the Field Services Branch and the five Regional 
Offices are listed below. 


Salary Range 


Position Numbers S 
Head Office: Director uf 19584-26496 
Associate Dir. 2 17832423916 
Regional Offices: 
1. Grande Prairie Consultant 6 17028-22728 
2. Edmonton “ 12 " - 
3. Red Deer . " 8 " is 
4. Calgary “ 9 ‘i 4 
5. Lethbridge ‘ 8 s! si 
Each Regional Office Coordinator 3) 17832-23916 
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Figure 21 


Educational Regions, Alberta, 1973 
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Consultants have been appointed to a wide range of specializations, 


including the following: 


Language Arts Second Languages 
Counselling and Guidance Administration 
Mathematics Social Studies 

Fine Arts Intercultural Education 
Science Physical Education 
Evaluation Media and Curriculum 
Business Education Industrial Education 


Early Childhood 


Clients 

The numbers of school jurisdictions, schools, teachers and 
pupils Lage by each Regional Office are provided in Table 20, 
and Table 21 lists the ratios between these divisions and 
consultative personnel. Calculation of these ratios has not included 
the co-ordinators in charge of each Regional Office nor the 
provincial consultants working from the head office of the Department 


of Education: 


Programs and Services 


A comprehensive listing of the combined programs and services 


available from Regional Offices is contained in Table 22. 


GOVERNANCE 


The statement was made that the Regional Office of Education 
could simultaneously be an intermediate unit, a state agency, a 
service center and a regional-based agency. Respondents were then 
asked to indicate the nature of the relationship between Regional 
Offices and the Department of Education. The Alberta Regional Office is 


intended to be "basically a service center that has some characteristics 
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Table 22 


Availability of Programs and Services, 
Regional Offices -- Alberta, 1973 


Availability 
a Zs Oe 4. 
Programs and Services NOEs) ble § pete ble Wace ane feeling 
dt plane put Paned jaddequate resegt 
For Putdze® Por Parure for pyesen aéaind 


A. PUPIL AND STAFF PERSONNEL SERVICES AND PROGRAMS 


1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 
1.1 Guidance, Testing and Counselling 


Counselling students 
Testing students 
Vocational guidance 
Psychological service to students 
Psychiatric referral service 

1.2 Social Work 

1.3 Special Education Instruction 
Gifted children _ 
Partially sighted children 
Hard-of-hearing children _ 

1.4 Other Special Services 
Speech screening 
Speech therapy 
Hearing screening 
Educational research 
Nursing service 
Medical service 
Dental service 
Audio-visual service 
Library service e 

1.5 Adult Education ey 

1.6 Kindergarten-Early Childhood Services 

1.7 In-service Education 
Conducting workshops tor professional staff 
Conducting workshops for non-certified staff 
Providing extension classes for credit 

1.8 Other (please specify): 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 


2.1 Guidance, Testing and Counselling 


Counselling students 
Testing students 
Vocational guidance 
Psychological service to students 
Psychiatric referral service 
2.2 Social Work 
2.3 Special Education 
Gifted children 
Educable children 
Trainable children __ 
Partially sighted children 
Hard-of-hearing children 
2.4 Other Special Services 
Speech correction 
Library service 
Educational research 
Nursing service 
Medical service 
Audio-visual service 
2.5 Adult Education 
_ 2.6 Kindergarten-Farly Childhood Seryices 
2.7 In-service Education 
For professional staff 
For non-certified staff 
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Table 22 (continued) 


Programs and Services l 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.8 Regular Instruction 


Elementary curriculum: 
Reading, Language Arts 
Science 
Social Studies 
Mathematics 
Second Language 


Availability 


705 2i6 4. 
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Art _ eS Da, 
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Physical Education 
Secondary curriculum: 
Language Arts 
Science 
Social Studies 

Mathematics 

Second Language 

Business Education 

Home Economics 
Trade-industrial-technical 
Industrial Arts 
Agriculture 
Art __ 
Music 
Physical Education 

2.9 Other (please specify): 


Ceorev/luyry 


B. GENERAL ADMINISTRATIVE SERVICES AND PROGRAMS 
1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 


Maintenance of buildings and grounds 
Pupil transportation_ 

Secretarial service 

Legal matters : 

School district reorganization H 
Site selection and acquisition | 
School building programs 
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Administrative organization | 
Teacher-administrator-board relations 
Other (please specify): | 
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2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 


Maintenance of buildings and grounds 


Secretarial service | 
Legal matters | 
School district reorganization | 
Site selection and acquisition | 
School building programs 

Public relations for local districts 
Financial budgeting-purchasing-accounting 
Orientation of school board members ! 
Administrative organization 
Teacher-administrator-board relations 
Other (please specify): 
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Public relations for local districts 
’ Financial budget ing-purchasing~account ing 
Orientation of school board members eA 


Pupil transportation | 
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of a state agency." An illustration of this relationship is that 
approval of High School programs is officially granted at the 


Regional Office level. 
OBJECTIVES AND FUNCTIONS 


No official statement of the objectives of Regional Offices 
was provided, but a Field Services Branch memorandum in September, 
1971 listed the order of priorities for Regional Office activities 
as: 

af Mindeueniall investigations 

2. Urban evaluations 

3. Curriculum -- committees and examinations 

4. Rural evaluations and consultation 
The same memorandum also indicated that 'the greater proportion of 
time will be spent in consultation and cooperative evaluation of 


school systems." 


Ranking of Functions 


A more recent indication of objectives may be reflected in 
the ranking of six functions provided in the Regtonal Office 


Questtonnatre. 


Functions rated as ''very important." 


Rank 1. Regulatory-Evaluatory Function. The reason for 
the importance of this function noted that the government considers 
the Regional Offices "to be responsible for ensuring that quality 


° * : ° " 
education is being pursued by every board in every school. 
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Rank 2. Monitoring Function. The importance of this 
function is integraily related to the previous function, and 
through the Regional Offices represents the “eyes and ears" of 
the government. 

Rank 3. Service Function. Rendering service to school 
boards was regarded as the means by which the Department of Education 
enters school districts. This function "permits a light-handed, 
almost incidental emphasis" on the regulatory and monitoring functions 
to be maintained. While these latter functions are not completely 
Peeetten. | the provision of quality service to jurisdictions that 
have no major problems is regarded as "the prime motive for being 


in the schools." 


Function rated of "moderate importance." 

Rank 4. Development Function. Support for this function 
_indicated that all consultants are expected to participate in local 
and provincial Cue rdenlan development activities. Each person is 
urged to up-grade his own expertise and engage in cooperative 


developmental activities in the area in which he works. 


Vsitioht “importance. 


Functions rated of 

Rank 5. Administrative Function. This function is not 
emphasized because Regional Offices in Alberta are not regarded as 
intermediate administrative units. 

Rank 6. Inter-Agency Cooperation Function. Some emphasis 
has been given to this function in connection with Early Childhood 


Services programs involving the Departments of Health and Social 


Development, and Culture, Youth and Recreation. 
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Resource Allocation 


The three functions that were rated as "very important" 


were estimated to receive 55 percent of financial and human resources, 


and together with the fourth ranked function (Developmental 


Function) were responsible for 75 percent of the resource allocation. 


The complete listing of allocations is provided below. 


Function Percentage of Resources 
Administrative 14 
Developmental 30 
Inter-Agency Cooperation I 
Monitoring 10 
Regulatory 10 
Service sD 


Communication 

The recommended procedure for requesting consultative service from 
the Regional Offices is that communications should be channeled 
“through the local superintendent's office, but this practice varies 
according to arrangements made in each region and district. 
Advisory groups are used to a very limited extent in facilitating 


the communication processes between clients and the Regional Office. 
FINANCE 


The total amount budgeted for the Field Services Branch 
for 1973-74 was $2,050,440 which is provided entirely out of the 
General Revenues of the Province. A small fee is levied for 
specified services such as supplying inspectoral services to Federal 
schools and substitute superintendent services to school boards on 


a short term. basis. 
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STAFFING 


Qualifications 


A B.Ed. degree and one year graduate credit is the minimum 
qualification required for appointment as a Regional Office 
consultant. Most consultants have a master's degree with a 


specialization in an area of educational service. 


Allowances, Interchange and Staff Development 


The allowances and benefits provided for Regional Office 
personnel are set out in Appendix E.6. There is no official 
interchange between Regional Office personnel and tertiary 
institutions, although there is much cooperation between the 


Regional Offices, university and teacher organization personnel in 


providing support for seminars and conducting research. Approximately 


3.5 percent of the Field Services Branch budget is allocated to 
Regional Office staff development, and this includes the four 
educational leave entitlements and conference participation noted 


in Appendix E.6. 
PHYSICAL FACILITIES 


The physical facilities that exist in the Regional Offices 
were considered to be "adequate" for the provision of programs 
and services. The Red Deer Regional Office is "crowded" and 
Lethbridge has a new facility in the planning stages. None of the 


Regional Offices are accommodated in separated locations, but in 
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Calgary one consultant in Early Chiidhood Services works out of an 


office attached to the Department of Health and Social Development. 
INTER-AGENCY RELATIONS 


The inter-agency cooperation function was rated of "slight 
importance" and was allocated only one percent of all resources. 
"Limited" relationships have been established by Regional Offices 
with other governmental agencies in the joint use of facilities, 
participation in regional planning and centralized data processing. 
fGrande Prarie a fioatnane Assistance Center operates from the 
Regional Office, there is some representation on regional planning 
committees, and shared data processing has just been commenced with 


the Department of Municipal Affairs. 
LEGISLATIVE STRUCTURE 


There is no specific legislation regarding Regional Offices 
in Alberta. They function under the authority of the Department 
of Education Act only, so that there is "complete" flexibility in 
the related legislative guidelines. The five Regional Offices of 
Education are regarded by the government as an integral part of the 
Peat iona! system, although some reference groups have shown 


antipathy. 
ASSESSMENT 


The following analysis is based on data related to the 
benefits, success and problems of Regional Offices in Alberta as 


perceived by the respondent to the questionnaire. 
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Benefits 

Teachers have been provided with classroom visits by program 
consultants for evaluation purposes, and designated teachers have 
been inspected for permanent certification. Consultants are also 
available to teachers to interpret and explain new programs and to 
participate in in-service conferences. Similar advice has been 
available to principals on school programs, and Regional Office 
personnel are available to conduct school evaluations and 
investigations. For central office personnel of school systems, the 
Regional Offices have been available to explain special programs 
such as the Educational Opportunities Fund and Early Childhood 
Services, conduct evaluations on a system-wide basis and to act as 
consultants for seminars, conferences and special project meetings. 
Benefits accruing to the Department of Education can be interpreted 
from the importance attached to specific functions discussed in an 
earlier section but particular reference was made to the conduct of 
investigations, keeping the Department informed of problem areas, 
interpreting programs and monitoring educational procedures. For 
other groups in the community, the Regional Office has been able to 
act as a "local clearing house" for communications with the 


Department of Education. 


Success in Decentralization of Services 
An evaluation of the success of Regional Offices in 
decentralizing some of the services previously provided by the 


central office of the Department of Education indicated that they 
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had been "highly successful" in evaluating individual schools and 
"fairly unsuccessful" in providing assistance in planning school 
buildings. The other listed services were rated as "fairly 
successful" -- providing consultative services for teachers and for 
system-wide programs, interpreting Departmental regulations, 
evaluating school systems, and involving teachers in curriculum 


development. 


Problems 

Of the 74 listed problems, three problems associated with 
- local school districts were rated as being ‘'very serious" -- 
providing programs and services for exceptional children, conducting 
educational research and developing school pelicies. One problem 
was rated as ''serious'" for the Regional Offices (conducting 
educational research) and the Department of Education, while there 
were ten such problems associated with the school districts. A full 


listing of problems is provided in Table 23. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


In outlining the stages which led to the present form of the 
Regional Office in Alberta, the respondent from the Department of 
Education indicated that offices manned by high school inspectors 
had been in existence for some time in various parts of the province. 
The services provided were essentially for high schools and were of 


a regulatory nature. Elementary consultants were then appointed to 
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the offices to compensate for the undue emphasis on high schools. The 
final stage was expressed in these words: 

To move to local appointment for superintendents the possibility 

arose for an increase in staff in Regional Offices and this is 

why we evolved the staffing pattern that we have now. 
The basic rationale for regional development was perceived to involve 
three dimensions: 

1. Political dimension: the government is committed to a policy 
of regionalization and the maintenance of some smaller urban areas. 

2. Efficiency dimension: location of service personnel of the 
Department of Education in regional centers constitutes a saving 
in human time and energy. 

3. Communication dimension: Regional Offices provide an 
avenue for better communication of policies and feedback. 

There are differences among the Regional Offices in 

the emphasis given to various objectives and they are encouraged to 
respond to regional needs, Three main objectives are related 
to the provision of the regulatory, service and developmental 
functions. The respondent expressed some concern about the regulatory 
aspects of evaluation processes used in Regional Offices and 
indicated that evaluation was perceived to be part of the service 
function. In response to the suggestion that there was an implied 
contradiction in the dual performance of the regulatory-evaluatory and 
service functions in Regional Offices, the respondent suggested 
that this was essentially a theoretical construct. A consultant, in 
carrying forward his functions, engages in evaluative activity. 
Furthermore, the potential threat of evaluation is mainly of 


significance to people who are insecure. 
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The benefits of regionalization were difficult to specify apart 
from the benefits be a Field Service Branch, but the most significant 
achievements for the Department of Education were derived from the 
regulatory and developmental functions. At the school level, the most 
Significant benefits were perceived to be derived from the service 
‘and developmental functions. 

Five problem areas in the operation of Regional Offices were 
identified and are briefly noted below. 

1. Difficulties in role specification and identification: some 
superintendents perceive Regional Office consultants as a threat to 
their authority, but role clarification (for superintendents, teachers, 
trustees and Regional Office personnel) was predicted to improve over 


time. 


2. Coordination: a problem exists in establishing a balance between 


consistency in the five Regional Offices, and providing sufficient 
flexibility so that the fora needs and capacities of Regional Office 
personnel can be exercised. 

3. "We-they" concept: the "traditional" problem exists of Field 
Service personnel finding difficulty in seeing themselves as part of 
the Department of Education and in feeling that contributions to policy 
development are "welcomed." 

4. Staffing patterns: there was perceived to be some inefficient 
use resulting from the location of some specialized personnel in 
Regional Offices. 

5. Relations with large urban school systems: while these systems 
do not require the services of Regional Offices, the Department of 


Education emphasizes the need for continuing monitoring of education. 
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The Department of Education has no concrete plans for 
future development of the Regional Offices until an evaluation is 
completed in 1974 and "the state of the union" is established. Future 
changes in the size of school jurisdictions would have an impact on 
Regional Offices. If larger jurisdictions develop there may be greater 
economies in central school boards providing their own enlarged 
service staff, creating considerable changes in the role of Regional 
Offices. Because accreditation of schools has been instituted, 
there is a possibility that a committee established to develop 
articulation between the universities and high schools may recommend 
greater emphasis on the regulatory function. In order to keep 
Regional Office personnel well informed and aware of the problems 
of school administration, the Department is reviewing staffing 
policies and is analyzing the possibility of exchange between the 
classroom, the superintendency and the university. A final 
speculation offered by the respondent centered on the possibility 
of reverting to a policy of provincially employed A a 
This would change the Regional Office framework by reducing the 


need for a regulatory function and altering staffing patterns. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL TEACHERS ORGANIZATION 


The representative from the Alberta Teachers' Association 
(A.T.A.) perceived that Regional Offices were introduced to carry 
out functions previously performed by the provincial superintendents. 
Regional Offices were seen as an efficient means of providing a 


"provincial role" at the local level, while centrally located 
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consultants would have had adverse effects in increasing travel 
time, providing Aq une Ss appearance of centrai control and 
being relatively invisible. The respondent did not think that the 
five Regional Offices represented any decentralization, but were 
merely "a dispersal of personnel." 

Perceived objectives for Regional Offices were similar to 
those stated by the Department of Education. The regulatory 
function enabled the Regional Offices to ensure that minimum 
requirements prescribed by the Department of Education are being 
implemented. Teachers and school administrators want "independent 
or quasi-independent consultants" provided through the consultative 
function, and the Regional Offices are also able to influence and 
insert specific ideas and directions into the provincial educational 
system. This respondent did perceive an inherent conflict in the 
regulatory and consultative roles and suggested that program 
consultants should avoid involvement in the former. Support ror 
this concern noted that teachers in one area see the local Regional 
Office as "board-oriented and inspectorial" because of a high 
proportion of former superintendents. In an earlier section 
(Objectives and Functions) reference was made to a listing of 
priorities for Regional Offices. The respondent observed that 
teachers were suspicious of this "famous triangular diagram" and 
while they don't object to the Regional Office being the "eyes and 
ears" of the Department, it should not normally be the "mouth," 
providing pronouncements in five different voices. 

A general assessment of the benefits derived from Regional 


Offices indicated that "feedback is low and positive."' Teachers 
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find the Regional Office responsive to requests for assistance, but 
they may have decided to reduce its threatening role by keeping 
consultants busy. There were considerable benefits perceived to 
be provided at the school system level, although there was an 
attitude in some boards that any request for Regional Office 
assistance is a sign of weakness. Professional development 
consultants from the A.T.A. who work in cooperation with the 
Pee ional Offices have a feeling of "subdued enthusiasm.'' The 
following comment provides another aspect to the involvement of 
the Regional Offices with the large metropolitan boards. 
utventthereris far wless thostility ron ithe part of *teachers 
towards Regional Offices . . . as compared with the way 
teachers feel about their central office personnel in 
Enertei ties 7)... there as animosity uthere). Us they 
perceive anybody who lives in the central office and 
employed by "the boss" as part of the "the boss." 

There were no major problems perceived in the relationship 
between the A.T.A., teachers and the Regional Offices. Some selected 
issues were provided but no attempt was made to generalize cots 
these. Teachers appear to only have a vague idea of gree the 
Regional Office is doing, and some boards and teachers have a 
concern that an undue emphasis may develop on the regulatory function. 
There have been examples of teachers refused service that they were 
led to believe would be available, and there has been speculation 
that superintendents will use the Regional Office to have their 
own ideas implemented. 

The respondent was enthusiastic about the provision of 


consultative service and suggested that it could be made "the 


principal function.'' The size of school boards was predicted to 
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change over the next 25 years so that boards would employ their own 
consultants resulting in a decline of Regional Offices. Governments 
are tending to provide an increasing proportion of the costs of 
education, resulting in pressures to exert more control, but the 


use of Regional Offices to achieve this was deplored. 


PERCEPTIONS OF TWO SENIOR ADMINISTRATORS IN A 


PROVINCIAL SCHOOL TRUSTEE ORGANIZATION 


The respondents representing the Alberta School Trustees' 
Assocation (A.S.T.A.) indicated that trustees in the province 
were currently deciding what their perceptions were. There 
also appeared to be two reasonably defined positions taken 
by trustees, and an attempt was made to provide a balanced response 
to the questions posed in the interview. 

In tracing the stages in the development of the education 
system in Alberta, one respondent provided his perception of the 
reaction of the Department of Education to the termination of 
provincially appointed superintendents and the perception of trustees. 

that cut off the Department of Education from direct 
eontact with. each of the districts... | ..-so they felt, I'm 
sure, a little bit worried about "how do we know what's 
going on in those districts out there?," and it"s my 
perception that the Department of Education personnel 
don't really trust school boards to do the job out there. 
- . . ‘They are very much concerned about the monitoring 


aspect of the Department ... 


The trustees' perception is: 
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Why doesn't the Minister make the school boards responsible 
for what goes on in education in each of the districts? And 
if he wants to know what is going on in the districts why 
doesn't he have better contact with the trustees and cut down 
this Regional Office bit and the size of the Department of 
Education . . . and give that administrative strength to the 
school districts themselves . . 

The trustees have a "gut-feeling" that gradually the 
Department of Education is going around them down into the 
administration of schools ... The Regional Offices are a 
real threat to the continued existence of trustees [and] they 
are servicing school boards right out of existence. 

The other position adopted by trustees is represented in the 
following comment. 
[They say that] the existence of all that service and capacity 
which we don't have to pay for out of our budget makes it 
possible that any time we have a problem we can simply go 
there [to the Regional Office, .. . * They see it as a 
source of information, help and extra manpower 

Three problems associated with the Regional Offices were 

briefly mentioned. Some administrative decisions are delayed by 
constant referral to the Department, Regional Offices are not used 
frequently where they are perceived to undermine local appointments, 
and some Regional Office personnel are considered to have limited 
expertise. 

A recommendation from one respondent for the future 

administration of Regional Offices was to: 

. gradually shift the services that are being provided 
thrush Ene’ Recional Ofrices’. . . [so that they] are 
available to the trustees themselves .. . and are directed 
by the trustees. 

As part of a call for joint conferences between the Department of 
Education and trustees in the province to determine the purposes 
of education, benefits would be derived by clarifying the role of 


school trustees and the relationships between school boards and the 


Department. 
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SUMMARY 


Development of a Regional Office system in Alberta originated 
with recommendations of a Royal Commission in 1959. When a revised 
School Act was implemented in 1970, local boards were required to 
appoint superintendents and the decision was made that the monitoring 
function of government would be accomplished from Regional Offices. 
Each of the five Regional Offices has a coordinator and from 6 - 

12 program consultants. Operating programs are provided in research, 
audio-visual service, in-service education, budgeting and administrative 
organization. Consultative services are available in a ee and 
testing, special education, library, audio-visual instruction, early 
childhood education, in-service education and regular instructional 
areas. The functions rated as very important for Regional Offices 
‘in Alberta are (1) regulatory~evaluatory function, (2) monitoring 
function, and (3) service function. Consultants have been available 
to teachers for classroom visits, to explain new programs and to be 
involved in in-service work. For the Department of Education, 
Regional Offices have conducted investigations, provided information 
on problem areas, interpreted programs and mentored education in the 
province. Regional Offices have been highly successful in 
decentralizing the evaluation of individual schools, and their most 


serious problem has been the conducting of educational research. 
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Chapter 10 
REGIONAL OFFICES OF EDUCATION IN NEWFOUNDLAND 


Although the concept of regionalization has been accepted 
by the Department of Education in Newfoundland, Regional Offices 
of Education have not been developed to the extent visualized. 
Because the province is in a developmental stage the data 
are incomplete or brief in comparison with other provincial 
systems. However, although the size of the province is small, 
there is evidence of greater clarity in the planning and 
objectives for Regional Offices than in some of the provinces with 


established systems. 
EXTENT 


Establishment 

The plan for Regional Offices for Newfoundland was first 
defined in a Royal Commission on Education in 1968 (The Warren 
Commission, Volume 2:61-63). Six Regional Offices throughout the 
province were recommended (Figure 23), to be staffed by a regional 
superintendent and a professional staff of consultants. By the end 
of 1973 two Regional Offices had been established at Grand Falls and 
Corner Brook with a regional superintendent in each. Department of 
Education plans call for an expansion of the number of Regional 


Offices and the appointment of professional consultants. 
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Figure 23 


Educational Regions, Newfoundland, 1973 
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Organization 


Responsibility for the administration of Regional Offices 
comes within the division of school supervision of the Department of 
Education, involving an Assistant Deputy Minister (Academic), a 
Chief Superintendent and Assistant Chief Superintendent. An 
organization chart for the Department of Education is presented in 


Figure 24, 


Personnel 

The positions and salaries of administrative and supervisory 
personnel associated with Regional Offices are indicated below. 
Head Office: Chief Superintendent $16026-18300 


Asst. Chief Superintendent $13677-16200 


Clerk-Stenographer 894555 
Regional Offices: Regional Superintendent $11600-14800 
Clerk-Stenographer $ 4080 


Clients 
The area, number of school jurisdictions, schools, teachers 
and pupils served by each of the two Regional Offices in Newfoundland 


are as follows: 


Grand Falls Corner Brook 

Area: Region covers a 100 mile The extremities of 
radius from Grand Falls. the region involve a 
Areas 3-4 on Figure 23 distance of 437 miles. 

Areas 5-6 on Figure 23 

Jurisdictions: 6 8 

Schools: 242 174 

Teachers: 1613 1500 


Pupils: SLs ga272 
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GOVERNANCE AND OBJECTIVES 


In the Regtonal Office Questtonnaire, the Regional Office 
was described as being an intermediate unit, a state agency, a service 
center and a regional-based agency. The relationship of the Regional 
Offices to the Department of Education in Newfoundland is based on 


"the concept of the regional office of education [as] a combination 


of a state agency and a service centre ik 


Clarification of the objectives held for Regional Offices is 
contained in a later section based on interviews with two senior 
administrators in the Department of Education. However, official 
duties of Regional Superintendents as prescribed by The Schools Act, 
1970 are set out below. 

The duties of a Regional Superintendent shall be to 


(a) act as liaison between the Department and Boards of Directors 
and School Boards; 

(b) advise the Superintendents in his area of jurisdiction with 
respect to the organization of education in their districts 
and in developing an educational program for the schools 
i CHE’ districts, 

(c) ascertain whether the colleges, schools, Boards of Directors 
and School Boards in his area of jurisdiction are complying 
with all Acts and regulations of the province applicable 
thereto and report thereon to the Minister; 

(d) evaluate the progress of education in his area of jurisdiction; 

(e) encourage Superintendents, principals and teachers in his 
area of jurisdiction to raise the standard of instruction in 
their colleges and schools; 

(f) assist the Department in developing curriculum; and 

(g) perform such other duties as may be assigned to him by the 
Minister. 

(The Schools Ace, 1970." Chapter 346, “sec.’ [11) 


Item C.1 on the Regtonal Office Questtonnatre was designed 


‘ . ° 
to obtain an overall ranking of importance and a rating of importance 
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within Departmental policy of six listed functions. Only the first 


part of this item was responded to and the listed rankings are given 


below. 
Rank Function 

Ls Service Function 

a Administrative Function 

Bi. Developmental Function 

4. Regulatory (Evaluatory) Function 

oye Inter-Agency Cooperation Function 
Communication 


Requests by teachers and principals for consultative service 
from the Regional Office are directed through the District 
Superintendent to the Regional Superintendent. No advisory groups 
have been used to facilitate communication between clients and the 


Regional Office. 


FINANCE -- STAFFING -- PHYSICAL FACILITIES 


The services of Regional Offices are financed by the Provincial 
Treasury, The budget allocation in Departmental Estimates for 
Regional” Offices in 1973-74 was $126,000. 

A master's degree in the related area is required for appointment 
as a Departmental consultant. Some of the allowances provided for 
consultants are noted in Appendix E.7. The extent of cooperation 
between Regional Offices and tertiary institutions in providing 


workshops and seminars was described as being "considerable." 


20th: ois ¥hi0 4 fie 
nem oe. apelanpe mnie a ha ct baba . 
‘- 


¥, pe ‘aN . an ii ia pal ; ere 


7 4 Neu en Mice eu a a 
Me ‘ oy | the i vy 
Ng Can a a, 
gin oeras't ' Me 
1 ty ‘ nh ty i hy a 1 i Me 
\ reg R yu A q ! ; cw a i 
Ok NAW MPR WRMB, yoy 
si . ie CR Oe a rT A a at 
rok Hoty: ol Ie TARR Mall eal ni 
, ee et hes 
ROkIne LereeeeMmyol bh. | iia gs 
dy cia sini 


ay i 
> 


% (rropamlad), gromadpged Avie ye il ys 


= 


nojdon® coltanpqeo) yoesgh-tasal obiid a 
xs 1 ut eae Ht 


arr as Ue 


puAvaee (a Vise Lupaes | Tor ‘habit ee yn) oniiomnt 


ie) - ue ere , i 
ue « iN ; 


# fy 3 eye 
rotuawdal we dauomts has seretb. 918 Sor 4 une wird), 
mqwony vroekyba, olf -Apslansanttinone tenotgs 


add fork re eanttat cok Sm rrestnre 9 pit 
ia — oy 


a ET TIATOAN oe = 


— 


La tone hve, whe teal pirnrswnlll wip, 


ton, ease a atensira 


ine. to seats! ont iN A at _$y8 
sian pis ino ia dad 


The physical facilities that exist in each Regional Office 
were considered to be adequate for the current stage of development, 
but if services and personnel are increased according to plans then 


an expansion of facilities would be required. 
INTER-AGENCY RELATIONS 


The extent of inter-agency cooperation in Regional Offices 
was considered to be “extensive" in the joint use of facilities and 
in cooperative purchasing, Regional Offices are located in provincial 
buildings that accommodate other government departments, and all 
government purchasing is controlled by a central government office. 
There is "limited" sharing of secretarial and clerical assistance 
with other departments and participation in regional planning. No 
cooperation was reported in the use of centralized data processing 


and joint staff development with other government departments. 
ASSESSMENT 


Various items on the success, benefits and problems of 
Regional Offices were not completed by the Department of Education 
in Newfoundland because of the limited stage of development. The 
following comment was provided in response to the question "What 
benefits do you think have resulted from the operation of Regional 
Offices in your province?" 

We are not in a position to determine what benefit there 
may be to the classroom teacher and pupils [from] the 
Feclonalr OLeices dt tils pOlNuc 10 tilie:,. .. 0s «© ioe ServEece 
offered is very, very limited and the hope for expansion lies 
in Government acceptance of the fact of regional offices and 


their willingness to finance them to a greater degree than at 
present. 
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PERCEPTIONS OF TWO SENIOR ADMINISTRATORS IN THE 


PROVINCIAL DEPARTMENT OF EDUCATION 


The impetus for the planning of a Regional Office system in 
Newfoundland came from recommendations made by the Warren Commission 
in 1968. According to the two senior officials who were interviewed 
1 the Department of Education,comprehensive plans have been 
established for a Regional Office system involving such resource 
personnel as reading consultants, clinical psychologists, curriculum 
experts, and social workers and facilities for distribution of 
audio-visual materials. The province as yet has only "made a 
beginning." The officials stated that the Department had not 
been able to obtain the finances necessary to establish six 
Regional Offices. 

In order of importance, the major objectives for the Regional 
Offices when developed will be to provide consultative. services and 
improve administrative efficiency. Because of increasing government 
expenditure in education another objective which could emerge would 
involve the evaluation of school board operations within a region. 
The isolation of the province has fostered the development of audio- 
visual materials and a Regional Office system would provide 
appropriate distribution centers. 

Specific benefits resulting from the operation of Regional 
Offices are not yet evident in Newfoundland. One of the officials 
observed that "we haven't thought about the benefits to the Department" 


but speculated that "it would be easy for us to communicate with 
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teachers and school boards [and] to extend services."" A prime 
concern in planning for Regional Offices was the opportunity to 
provide service to school boards and teachers. 

The province is involved in development of its natural 
resources and a major problem has been to obtain the finance 
necessary to establish six Regional Offices. Obtaining specialized 
personnel to staff each Regional Office was a potential problem. 
Predictions by the two officials for the future developments in 
Regional Offices focussed on the implementation of existing plans. 
As the government appears to be committed to a program of 
decentralization and some departments have already decentralized 
their operations, one respondent noted that there will have to be 
greater rationalization in the future with the possibility of several 
government services being provided from the one Regional Office. 

In line with developments in other provinces, the prediction was 
made that there will probably be increasing central control over 
educational financing. At present virtually no controls exist over 


school board expenditures. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


PROVINCIAL TEACHERS ORGANIZATION 


The respondent interviewed in the Newfoundland Teachers' 
Association had randomly surveyed by telephone some teachers and 
superintendents in order to obtain their views on Regional Office 
development in the province. The perceived rationale for the 


introduction of Regional Offices corresponded with that provided by 
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the Warren Commission. A reaction of one district superintendent to 


the regional superintendency was recounted: 


This could be a great thing .. . if Government would put 
some money in it and allow the regional superintendent to have 
specialist personnel ... He's [the regional superintendent | 


performed a coordination function, he meets with us monthly 
and that's a good thing, but he does not have the wherewithal 
to go further--he has no specialist personnel. 

A sample of teachers' perceptions noted that the Regional 
Office was "totally ineffective," 
and it was only used as a "post for civil servants that they [the 
Department of Education] had to place in the restructured system." 
Teachers perceived that the regional superintendent exerts little 
influence at the classroom level. 

Predictions for future trends in Regional Offices in 
Newfoundland are necessarily restricted by the limited stage of 
development currently achieved. The respondent supported the 
approach, and stated that resource people being available from a 
Regional Office is "a more valid way of moving than in each 
individual school board trying to set up these services on its own," 
and “teachers want this service and are crying out for it." However, 
if Regional Offices are developed, teachers would question any 
attempt by the Department of Education to reduce the authority of 


school boards and superintendents and to add an inspectoral function 


to the tasks of Regional Office consultants. 
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SUMMARY 


A policy of regionalization has been accepted by the 


Department of Education in Newfoundland, but only two Regional 


en eae 


Offices have been developed. In 1968 a royal commission recommended 
the establishment of six Regional Offices to be staffed by a regional 
superintendent and a professional staff of consultants. At present 
each Office is staffed with a regional superintendent. None of the 
programs and services provided in other provincial systems are 
available. A rank ordering of functions for the Newfoundland Regional 
Offices is as follows: (1) service function, (2) administrative 
function, (3) developmental function, (4) regulatory function, and 

(5) inter-agency cooperation function. The benefits, success and 
problems resulting from the operation of Regional Offices could not 


be specified because of the limited stage of development. 
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Chapter 11 


REGIONAL OFFICES OF EDUCATION IN 


THE NORTHWEST TERRITORIES 
EXTENT 


The administration of education in the Northwest Territories 
(N.W.T.) is consistently based on four regions (Figure 25). There is 
a superintendent and assistant superintendent for the Baffin Region 
working from Frobisher Bay on Baffin Isiand, a superintendent for 
the Keewatin Region whose present headquarters is at Fort Churchill, 
Manitoba, (to be relocated at Rankin Inlet in 1974) and one with 
similar responsibilities based at Inuvik. The other region extending 
from the 60°N.. parallel® to; the Arctic Ocean-has. Fort Smith ‘for its 
- headquarters and is subdivided with assistant superintendents at 
Hay River, Fort Simpson, Yellowknife and Cambridge Bay. tn addition 
to these regions, there is in the Yellowknife "sub-region" a public 


schoolk district sand “a “séparatexschooWidistrick: 


Establishment and Organization 
Prior to 1969 there was greater federal control of administration ~ 
with two district superintendents, one based at Ottawa and the other 
at Fort Smith and six area superintendents. A reorganization of the 
Department of Education created a Director and Assistant Director 


both based in Yellowknife and four regional superintendents. In 
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establishing the present system, regional superintendents ''were 
contacted for their views,'' and "most of them wanted a high degree of 
"professional' independence."' The following chart was supplied to 
explain the reorganization (Figure 26). An organization chart showing 
relationships between programs within the Department of Education 


is provided as Figure 27. 


Personnel 
The positions, numbers and salary range of administrative 
and supervisory personnel in the Head Office of the Department of 


Education and the four Regional Offices are illustrated in Table 24. 


Clients 

The numbers of schools, teachers and pupils served by each 
Regional Office are provided in Table 25. The total of 568 teachers 
does not include 96 teachers who are directly employed by three school 
jurisdictions. At Rae Edzo (19 teachers) the Department has transferred 
the operation of the school to a "local committee" or Bee een school 
board... Public School Dierré#ct. #1] and St. Patrick's Separate School 
District #2 both are in Yellowknife and employ 52 teachers and 25 
teachers respectively. Calculation of ratios between supervisory 
staff, pupils, teachers and schools should not overlook program 
supervisors based in the Department of Education, but on the basis of 
the numbers of superintendents and program supervisors for each 


region, comparisons can be made from Table 26. 
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Programs and Services 


A listing of the programs and services available from Regional 
Offices is provided in Table 27. In the area of pupil and staff 
personnel services and programs, most items were rated as being 
“available but inadequate for present demand," with the exception 
of consultant services in regular. instruction which were all "available 
and meeting present demand." The majority of general administrative 
services and programs were regarded as being "available and meeting 


present demand." 


GOVERNANCE 


The Regional Office of Education has been regarded (Nault, 
1970) as an intermediate unit, a state agency, a service center and 
a regional-based agency. In response to the question 'what is the 
relationship of the Regional Offices in your province to the 
Department of Education?" The respondent stated that it "involves 
a combination of [these]... concepts with emphasis on services 


to meet specific 'local' needs." 


OBJECTIVES AND FUNCTIONS 


No specific statement of objectives was provided by the 
respondent for the Regional Offices of the Northwest Territories 
nor for individual Regional Offices. In the Regtonal Offtce 
Questionnaire, respondents were asked to rank six stated functions 
in order of importance, to rate their importance within the total 


framework of Departmental policy and to state supporting reasons. 
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Availability of Programs and Services, Regional Offices of Education, 
Northwest Territories, 


1973 


a 


A. 


Programs and Services 


PUPIL AND STAFF PERSONNEL SERVICES AND PROGRAMS 


1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 


1.1 Guidance, Testing and Counselling 


Counselling students 
Testing students 
Vocational guidance 
Psychological service to students 
Psychiatric referral service 
«2 Social Work 
3 Special Education Instruction 
Gifted children _ 
Partially sighted children 
Hard-of-hearing children 
1.4 Other Special Services 
Speech screening _ 
Speech therapy 
Hearing screening 
Educational research 
Nursing service 
Medical service 
Dental service 
Audio-visual service 
Library service 
1.5 Adult Education 
1.6 Kindergarten-Early Childhood Services 


1.7 In-service Education 
Conducting workshops for professional staff 
Conducting workshops for non-certified staff 
Providing extension classes for credit 

1.8 Other (please specify): 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 


2): Guidance, Testing and Counselling 


Counselling students 
Testing students 
Vocational guidance 
Psychological service to students 
Psychiatric referral service 
2.2 Social Work 
2.3 Special Education 
Gifted children 
Educable children 
Trainable children 
Partially sighted children 
Hard-of-hearing children 
2.4 Other Special Services 
Speech correction 
Library service 
Educational research 
Nursing service 
Medical service 
Audio-visual service 
2.5 Adult Education 
2.6 Kindergarten-Early Childhood Seryices 
2.7 In-service Education 
For professional staff 
For non-certified staff 
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Table 27 (continued) 


Availability 
Programs and Services 1. 2. 3. re 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
2.8 Regular Instruction 


Elementary curriculum: 
Reading, Language Arts Ye 


Science a ee | 

Social Studies a ae eee 

Mathematics DIPSes ss DAT / 
Second Language | MVE OVE! SUUCaL Wome. PE 

Art 


Music Siiiforer ae, 


Physical Education Soe 
Language Arts a 
Science PCS. +¥) 

Social Studies 


Mathematics eS ae 

Second Language _ | ‘¥ SL ZRII Lene 38 

Business Education ett Se or Sa V4 
Home Economics | Ca aaa ea 
Trade-industrial-technical Cae pear ct 3 


Industrial Arts eae ia eee | 
Agriculture : | WA 
Art \ Stas Tee 
Music CEE SI ee 4 


Physical Education 


2.9 Other (please specify): errreeny 
B. GENERAL ADMINISTRATIVE SERVICES AND PROGRAMS 
1.0 OPERATING PROGRAMS BY REGIONAL OFFICES 
Maintenance of buildings and grounds 


Pupil transportation { WA 
Secretarial service Pais are ae 

Legal matters i eT Cs Cee Eee 
School district reorganization (SFL ae 
Site selection and acquisition | io: ee See 
School building programs iia 

Public relations for local districts i : Serr Marae 
’ Financial budgeting-purchasing-accounting | 

Orientation of school board members | SIO, 
Administrative organization | owed 
Teacher-administrator-board relations 


2.0 CONSULTANT SERVICES PROVIDED BY REGIONAL OFFICES 
Maintenance of buildings and grounds 
Pupil transportation Re Cale eee, | 
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Legal matters 


School district reorganization | Z 
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School building programs cat EE 
Public relations for local districts ; 

Financial budgeting-purchasing-accounting 


Orientation of school board members j one Urine sd Ese 


Administrative organization 
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Ranking of Functions 


Functions rated as ''very important." 


Rank 1. Service Function. This function was considered to 
be very important "since this reflects most directly the attainment 
of our main objective to enhance and improve educational programs 
to more closely meet local needs." 

Rank 2. Regulatory-Evaluatory Function. Support for this 


function noted that " 


evaluation is especially significant in 
measuring the degree of goal attainment." 

Rank 3. Inter-Agency Cooperation Function. The need "to 
co-ordinate and foster a team approach to northern development in 


both human and natural resources" was provided as support for this 


function. 


Functions rated of "moderate importance." 

Rank 4. Developmental Function. Because of the "unique 
education environment" the provision of in-service training was 
considered to be essential. 


Rank 5. Monitoring Function. 


Function rated of "slight importance." 
Rank 6. Administrative Function. This function was ranked 


last and was important only as "a necessary but routine chore.” 
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Resource Allocation 
In the estimates of resources allocated to the above listed 


functions, the Service Function reflected the importance attached 


to it. There was no discrimination between other functions, with the 


exception of the Administrative Function which consumed 20 percent 
of resources and was ranked last in importance. The allocations 


are listed below. 


Function Percentage of Resources 
Administrative 20 
Developmental 10 
Inter-Agency Cooperation 10 
Monitoring 10 
Regulatory 10 
Service 40 
Communication 


Any requests for consultative service from teachers and 
principals are all directed to the regional superintendent. AI1l 
schools have Advisory Committees working with the principal and 
superintendent to ensure the maximum of "people involvement." This 
involvement is particuarly important with regard to inclusion of 
native culture in school programs. Advisory Committees have money 
allocated to them to include in the curriculum a cultural component 
such as instruction in snow igloo building, fishing or hunting. The 
Committee provides the instructor to organize the classes for a set 


number of hours per week. 
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FINANCE 


The total amount budgeted for Regional Offices for 1973-74 
is $19437000. This figure cannot be compared with other provinces 
because of the different system of governance in the Northwest 
Territories. Annual budgets for each Regional Office are presented 
&% the Department of Education by the regional superintendents and 


"calculated on the basis of established criteria." 
STAFFING 


"A university degree and several years of successful 
experience" were the only qualifications stated to be necessary 
for appointment to a Regional Office. Some of the allowances 
provided for Regional Office personnel are listed in Appendix E.9. 
Cooperation and interchange between Regional Office personnel and 
tertiary institutions occurs "several times per year.''- The respondent 
stated that approximately 1% percent of the budget is allocated to 
"staff development," but in additional notes, this figure was also 
used to cover the pes of selected teachers attending summer schools 
or full-time university courses. As the item was specifically 
directed at Regional Office staff development, no comparisons can be 


made with other provinces. 
PHYSICAL FACILITIES 


The physical facilities that exist in each Regional Office 


were considered to be "reasonably" adequate for the provision of 
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programs and services, and no parts of a Regional Office are 
accommodated in separated locations. However, the resource material 
centers in some regions have been temporarily situated in separate 


locations. 
INTER-AGENCY RELATIONS 


Factors of sparse population, isolation and long distances 
emphasize the need for close cooperation between government departments 
in the Northwest Territories. There is more reported inter-agency 
cooperation in the Regional Offices of the Northwest Territories 
than in any other province. "Extensive'’ relationships have been 
established by Regional Offices with other government departments in 
the joint use of facilities (use of office buildings and services), 
cooperative purchasing (the government Purchasing Department handles 
all purchases), and centralized data processing. "Limited" 
cooperation occurs in the joint employment of personnel (teachers 
acting as administrators), participation in regional eerine. and 


joint staff development. 
LEGISLATIVE STRUCTURE 


There was considered to be "considerable" flexibility in 
the legislative guidelines related to Regional Offices, and the 


Offices are regarded as an integral part of the educational system. 


708 ‘oak Lester’ 4 ) brig 
f ; mye A ‘ ’ ' th . 
hetnogam eosweeoe alte xo “cagetancel, . 


sreneee fis bosiewsite chr ‘hood, ved 
a 7 ha i) ans f 
q : 4 rK i it ai at AW as ip hl 
\ ee iy 


a Hi nh KS 


i quota rei 


Conse gee te Rete Y a waaay, sebieeetid snot 


raltvand ent anova aK wd Fea eantd320 tonoigen a3 nba 


* 


nood ret oiguneisndos Ngsehiactoa xa “aantvong sola 


_ (aabbexed: bas: page bo R wid aakt io te “wip ) worst. jos 
selbnad scotsnmqed ath eit ax Sdewasviog 243), panadoned 
“tava nut 4 gnisasserg, with scene eto 


| asta’ incnowaag, Ee srrinehn apes 


as tnt “tobe inhi cui 
ene Sin, ‘ompR. fe ERO, 98 
ung Tanabe, | 4 


ah 


yA 5 


ASSESSMENT 


Respondents were asked to assess the perceived benefits 
resulting from the operation of Regional Offices to teachers, 


administrators and the Department of Education. 


Benefits 

Teachers have been closely involved in the services 
provided by Regional Office personnel and have gained "a better 
appreciation of practical educational goals." For principals, the 
process of evaluation has been facilitated and they have obtained a 
more direct and prompt service. The decentralization of routine 
administrative matters to the Regional Offices has resulted in more 
time being available for planning and policy decisions, and 
innovative programs in the head office of the Department. Staff 
morale has improved as a result. At the level of the general public, 
Regional Offices were perceived to have provided greater opportunities 
for direct participation in such areas as the implementation of new 


policies. 


Success in Decentralization 

Regional Offices in the Northwest Territories were perceived 
to be "highly successful" in providing consultative services for 
teachers and in evaluating school systems. In the remaining listed 
services, they were assessed as being "fairly successful" -- providing 
consultative services related to system-wide programs, interpreting 


Department regulations, evaluating individual schools, involving 
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teachers in curriculum development and providing assistance in planning 


school buildings. 


Problems 

The perceived seriousness of 74 listed problems encountered 
in the operation of Regional Offices is indicated in Table 28. In 
Section B, problems have been listed that could be associated with 
local school districts and the noted responses apply only to the 


public school and separate school districts of Yellowknife. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


TERRITORIAL DEPARTMENT OF EDUCATION 


In his opening remarks the respondent emphasized the 
uniqueness of the educational system in the Northwest Territories. 
While it was very small in pupil population (11862 pupils), the 
total area included approximately 1 1/3 million square miles. 

The rationale for the establishment of Regional Offices 
was perceived to be based on two major factors -- the size of the 
territory and the demographic differences that exist. Eskimos 
predominate in the Keewatin and Baffin regions and "their needs and 
the programs they have are different from the Fort Smith region which 
is largely composed of Indian and white people." Within the Fort 
Smith region there is a diversity of ethnic groups including Slave, 
Dogrib and Chipewyan Indian and Copper Eskimo. This region has four 
sub-regions or superintendencies. They are only used for 
educational purposes and are not part of a total government policy 


of decentralization. 


wer. 


/ lebih com hr i Wb a me fo q 7 hl A ‘ RAY 
A 6) or aN al Lr pa Pen oh ri OMS Oma PO , 


Hretonely nt oodere heed ie 


: Py 2 ieee tite | 
) ie a’, ‘ i aaa i: dye ues iene a 
bateaabasho, » som idong nogust or te dhaneuet ee bovis: PES 
Mi aw airy a en hey 
nt hill ati fet ‘md berries tet at anot20" tanokged to mote 
ee a “Site erie 
bbw batatsoeun nif bfarnd asia mien nhod waa amtao 
wild oF. ila Faas poennghey bagon ots, bas avotsaerh 
OR hapa £07, ‘Ye asabtapth Koodoe ornsiyae baw 


‘ he # Lae sa tie wa 
ae | o WOTAR nTeTEMON sopra by 0 erties : 


Ny 7 . + ine A i a) tol my a, 


wow'nds ui if) ‘Timnenatad JATROR LA i 


mn | eK iv wes sy 


* 


gels baste joabomen. wns. essa. rie 


ett) efes a a 
othe DAWA pre nether ewe i osama | | 

Sea isa lal to onan tidus eta an tas 

why. dye abe ork) ms ecte-oan Tobee aes ra banat at 
aomttes: bie Panter sponse Tit nitgevgensb sea: baw: sie 

bik va ‘abgita sin anakger: nied. bas nisewoex oft an opt 
ang haw hia il ine “diver 003, moet dane ith Sth oved veda 3 
| ‘ paid Poon intank to. 


Wait eeu i 
Mo Aare ot 


1) Pia 
f H 


iD : eae ed te 
winked: rseonan GAS eA RECORD eh ee ncn 


ora we ran ie! ae bia, 


4 ial) ‘im ion Y ih in esi . 
wa hi 


ahi 7 ce af : i, 


Ay 


Ll 
ay) malig omen | RP 


Me ni 
dra fae dik 


229 


EAS vivede: staragd) 49110 


See 

Hupune pal wees Attoy dup do prog 

Soe 

st -sa0ddnw pub eso gap op pqed supupvraqggd 
HIOPJZIKFP PRIMO P IPA pur doad Auyyvupprooy 


Sana Raa OBO U ITE CEC Ta jemi (iS) OCT BS ila wuestord Buz yup psooy 
WMAIIMPSIBPFP POON ass Teoop trpa voy VU, UbuwO?D 
owsl porarsz puu oouUu WIG 


er Spray YITIIVIP TOoUIA PRooT Jo sHIMUOATAY 
| ; aDUVIBTESH OATIOIAISTUTUpH Buyuyeursqa 


aorvds yrazyrdAyd Suyuyo7g9 
RODINOFAA Ty OUVUTJ Busuyuyzqg9 


"———"yoseago2 yPeuoyTICoNnpy Suy yonpuoy 
GIDJAIOB YULITASUOD I>dA[ qn {eroods aay Buppyaosd 
— podpAIOB JULITNSUOD ALTNITAAND Arepuozas Buypyaord 
RIITAIOB JUrIALNSuOD 3cpNnszaand Aavquawayo Buy pyaoidg 
saprna wnyNoysasn. pur Zpnas yo sasinod Buzydoyoaaeq 
yauvosiad euoyesojosd paysyy tend Supyuyerqo 


Dopaeonpy jo qyvourzavdag B41 Wits poqepoossy suo Tqodd 
:(Aypoods aseoytd) 319420 
Zutuueyd oducz Buoy Buydoysaaq 
smri3oid uotjeonpa arnpe Buypyaorzg 
SadtAAHS PUOMHSCUCM SsoUTSNG SuypFAorg 
—~ sadzfaras DATICAISFUyWPC Suy ppao%rg 
SUOTILTSI pazeog-IoOIrAIspurTEpe-J9yICAA SupyupequyryH 
-ga0ddns pure ysozaqut sy {Qnd BuyuyeIqg 
DQUPISTSSE TUITISTI pue [erie,aiz9as Jurpuzyesqg 
aDULIASTSSE DATILAISTUTwPe BuPUyEIgG 
sloqgmow pirog TOON IS Buz usz Ag 
“soratjod yooyrds SutdoTeasaq 
— gadtAI|sS aduUEUsILTEW pur TeTPoIsNd BuypyAaorzg 
suri80id voyiriaszodsuerzy Buypzaorg 
= aoeds Teotshkud Buyuyerzqgg 
sa dinosal [CtoueLTJ BuyUyeIqg 
suri80id pue sadtaios yayTeay Burpyzaorg 
SadTAJas pur scrisoid yTensta-otpne Suy pyaordg 
SBUTPUTJ YDAvasaz TeuoTIeoNpa BSuyUzezqo 
yoavesai Tevuotzeonpa Buy INpuog 
— Tauuosisd 
Teuozssvjoic-vou 107 surigoid Zuyuyeizy sdfFAlos~uy 
yauuosied yevozssazoad 
JOJ smerBoid BuzuUTeI. SdTAIAS—-UF Sup pfaord 


SvonwNos 32g 


UoIPt ry? 
| yeuofzydasxe 103 sodTAIaS pue suei80id SuypyAaordg 
‘aaa Sadtalas WeITNSUOD UN;Nd1AAND Arvpuoras Buy pyaor2g 
Cavs ~saataies jyueITNsuOD BAyNItIAND Areqvaus»y{a Buy pyaoig 
eat a eee ee unTNotzmnd. pur Annys JO sasinodd Buydoylaasdq 
azis sseyto Aiepuodas 3317] 
azts ssezt> Arepuodsss [Tes 
azi1s sseyT> Arequvawaya 231%] 
azqs sseyTo Arequowsta [[eug 
‘ -s801d SutTyTesunods pue aoueptnd Arepuosas Buz pyaordg 
ae T ~s8oid SutqTrasuncd pur aoucptns Arejuowayta ZuypyzAord 


Sia eee umtnatazains Teuot yes0a Arepuoras 


wN[NItaand dsywaprse Arepuose$ 


—————$—$—— 


wun~Norazind Arequsade[yZ 

syTetaaqem TruorTq sN1IsUyT Kaepuosas Suyppaolrg 

/ STepAaqea TCUOTIINIISUy Arzequawayta 3uypyaoig 

i siayova2 patyryend Surayeraqo 
SIOFAISTA [OOYIS TEIO]T YIM pareyzyoossy $wWw9]1Qoig °g 

2(Aytoads aseatd) 29430 

—saataias Arrvaqty Suypyaord 

sueigoid pue Zutuuetd adsuci Suo,t Burdo{saeq 

qaoddns pur 159197U} DyTqnd Buyuzesgo 

SIDFAISFP TOCYIS TeIOT LATA suriago0id Bur eUyp1zooyg 

quaowjziedsq aya YyItA surig0id Suy ieruyp1io0ocg 

S3ITAISTP TOOYZS TCIOT YITA Zuyyropunwso,) 

wot IeINpI 30 quowzirdag ay2 YyIIM Buy vofpuNmGD 

aut] TaAciy pue sIUueIs};d 

“paairas stair ut suoyacyndod juapnis a8ivry 

paasas svaiv vy suozictndod quapnas [Teas 

Spaau WFAISTP TOONS TLIOT JO ssoualeny 

— gouristsse aatTacaysturepe Suyuzeiqgo 

————_ aoeds qvoyshyd Zuyuzesgo 

gad3nosaa Teyouruyy Suyuzerwqo 

“uarpyyyo yTruozadasxa 

301 Sardzaaes puc survaso0id Suypyacid 

sSutputy yoswrosaa PCuoFICINpo SJuyuye3qo 

“= “Yyorrrsor TUSTIN PS Sup asnpucy 


ae 
is] sodpAros coir yoafans Teyonds 129410 SuppyAaolid 


ae 
‘i 
I 


> 


SadTAIAW JULYTNSUOD aLPNIPAINS Aavcpuoros Supppaors 
SodTAIAS IVATHSUSD AvTA TIAN Aravywowayto Buy pzaord 
BOPTAS wN(Ndtaany pul apnyzs Jo sosano ) Suydoyaaag 
yauuosadd pruorpess oid paryrprab Yuyuye3gd 


BOOPIIO LEHOPaou YIPA PHIepIossy swolQodd °V 


7 T . == 


TH 


EUW Ps 
Le eae tee 
Aor an voy 0onpZ 
wn My ° 
Foe | Cau ROR es jo quowmysiidog ay YA Po wry wesy °9 
Lin | uw CDs ou ju BIdTAIBIP 
n 


pOoyss TELE] YIpA pawepoorey °g 
BOIFJIO PHUOPIaY YIFR POIVTIONSY *y tematqoig 


avounnoy 32g 


€/6T ‘SeTIOITAAD] JSOMYIAON 
‘sooTyjJO TeuoT3ey YITM pozeToossy sweTqoid 


8Z 9TdeL 


7 ot & } 
dl a t) 
7 ye 1 
eh f 
i 
: 
caput nh 
a 
| nS. oie 
20 ekg 
i q 
‘etd, 
, Fie ae it : 
if , } I 
; 7 
‘ 
( 


' 


= 


rl 
i 


sed emerge arinisss ‘airawe gad Sivegt = 
_-_. {BMRSEISE ae 
= vad eaargert epee i ; 


= ies eS, Sa Par 
tame ty femiccvieg was Hi ilep anbed 


Tt 


es _ai729082 ray pone ten 3 
Ee te STC TE fAsseeess ieppitesebe aqicigie — 
eae dmnc A92IVISE SES 22ktGO7G taye? P-cbhes ard peat : 
xe = a SOSSECTE BEG Essivers A¥lans gece livest 
le Sa Sinaia ae $99GSTST Lei deans? gelatene 
bas s2nee iesheyte etiniet® 
Sea ee ek eee) Tonees2: gaibivext 
i ceacvise “PaREeR Fal ET ehe, Ftimeteas so. livess 
os _ Ssictipe secite gtt-ofaved 
Fiadsat O7RGd ivorea Foi snzict 


Se ed gertieeens- ante ei tes toys: signet 
6914 350i dese Fekpige todre gnibives® 


f 
q 
apeee 


a a 


os _ aged bus ed ss2eS3 igebiveogls gnisisece 
= -- $02 Seol¥rae She eon g65q gai biver$. 
en A EY Teas sgesee — 
ue: METIVGOSS TET9CERI? galatassy. 
: aa aw Se hesteyey gatetai2t 
a perretersts ri ctheasisge gilctarde- 
ebter 298571 foase Sesal Iq aseasreuk 


“a 
i 


ae 


| 


Lif 


——— ni 
: _ fas ceiege svapeisetetee: griaiehie - 
apnstesers lectisie 45, fer5esisee Grintera 
fo eee ag Seen Seine Shes 
_SeSisites Srese- ree 282 ieee ge“ ass 47 aetaiseeert 
r £5>i¥?s2 ee eee 


7 is 


os Satree ACSte 3}: ep SSS ee aaa 
: _.- SelF Tatar sta 
ac aaa Fok. si: #252 = 

exsiterah SueETe deset ai : 


Gaeaneess 


oy 


te 


G Pe we 


me Bw 1 DOAN EA A 


3 


awe evyivSetiws tes vets i¢ Syztdws Bel gol weed: 3 
aber. ane tees Yelwrd tye eve sasests gnthiver§= 


fn RUGS Aimed Jott. Goi tetas 


So¥3Ed Stat, af Onci cies sesbute fice? 


‘a sig F szesrais = Laas 
7 : re ~ = a a a hentai — =< 
Sv 52a ietilaerss- 4 a5 a gntp22s3F ae = _ i4) Seig= aeeet aoe beet “ yautusgeets tae: 
a a> Fia{ ge. tee eae Te ziieewdst + Se a sei eAaeipe teak STE sar 35 Sra - 
pate EON EE SEES Re ee Bd eo ee 2 eerie: eSasaeeeR 
= +37 s=-4 if ; aaa +5. a ee ee Tapes res Rae £3 me 
= =. we 7S a —_ =a < . -- Ge as Spkee Senew esas 
=s aT + —— Ae = — —— ee a - 
Wana el ees i ise aeons FT a ae ge EEE SS eee be wees aise srtet ene 
— oie ae ae 2 = 
: et? tia: pap 2 eee (egert GoEt Eeeiions se at eistecee's 
5 = ver, Fy be ; : 7 
me ; i. <a 
Fe 
om te Bee aa ‘ 
#7 i + = f 
ane FI ~~ o- la 
—— : wre ons 4 ‘= fc tel FS eee tes Settee: ws Fes THSCEtS yaitd reed ; 
: 1 dias ae Ses SF Teles Sips ses Geelews Ee iGivast 
i Tre (¢snes- so) a=treegs Eee eabsgers pena 
tages Ail ibaa a iia ts ee EERLIEE 


" 


Decentralization was perceived to be the major objective of 


the Department of Education. 


We are trying to decentralize and we want more local control 
of the schools, because we feel that the people that should have 
a big voice in what their children are learning and how they are 


learning are the parents -- that's our basic premise. . 


We want to get education down to the grass roots where 
it really is at -- that's our major purpose. 


Operating examples of this objective were provided in finance and 
the establishment of advisory committees. After estimates of 
expenditures for each region are submitted to the Department by the 
regional superintendent and approved by the Federal government, a 
financial allocation is returned to the Regional Office. When a 
budget is established for each school, the Department hopes that it 
can then be controlled by each principal. Elected school advisory 


committees that are particularly strong in the Baffin and Keewatin 


regions are in the process of being established in every settlement. 


As part of a "cultural inclusion program" the Department of 
Education contributes $15 per pupil to enable committees to hire 
native people to provide instruction in their cultural heritage. 
Monitoring of the entire educational system is achieved by monthly 


reports from principals and regional superintendents. One of the 


functions: of the superintendent is to evaluate probationary teachers, 


and to observe permanent teachers every three years. 


Perceived benefits resulting from the Regional Office system 


were noted for teachers and parents. 


Teachers feel that there is someone close to them geographically 


Suneiqgtospresentitosgthemfics syinga unifiedspatternyewhere 


education is going in the Northwest Territories and particularly 


in the region. 


220 


NS 


to LaOe ive wie ae poner 3 
avert Donde: tit algun aa: heortc budgeng 
een ie wid base - nic kerne ane. ‘eebiidy 2s woo. 
| rr: one 7a a‘ ands, hel ‘en 


f iT Wee) mk 


wrmate elo own wate. 2. pen Penni a 0b 
sprog au ohne wire BT dda - 7 ARE bi 


hah wonmnhh ae bebivorg axis savtrnatio ere te abiqaaxa 
Lo. emynainam 1a7TR ~ .96033 bamos czonbyba % te 


Ue: +d siraaremiedl wii cyt siahimtccaihs wan Hokger "Hobe: 102 | 


i 


a, demerertg havens dd ea: poboraue: baa LEONE. 


& inn SET Lenotene ony o9 bonsuded, Co sobseootts 


2k nade, eeqad splehun agile wily idle dom; 0d beret idszes 


Se at F ; ¢: eh | 


tvonkite tyedea Resa. | tihd eee Apag- ¥d trelkoxiacs vd 


) 


ay suwienil dais: abies Raa ody ne goeria vie tgit ting “sme: suid 


je tp te Todd 


1 MUN TSN Ne ear ie boner ideas gerkad to. senoong oe 2 hy eet 
Uy Diva ram od aes "m6 20% novewt snk ‘ferdztua! 2 19, Jaq 

aphd Ho s nd 3 Lomas oLdpne ot ie 19 “eh mesotrane : 
|dgndbree tididaer Sale rhe nik ees sea obiverq. os ‘otgom | 
ihe ua biauokroabat aasace Lonmisesdi ortiag. ‘ods to gets ‘ ot 
wel ” any! Leannboeitet reque tavotges bare elagionted pial 234 


verona spied nsnatvs 9 at jndbuesatsonue, vita Ree 


221 


Through the Regional Office system and advisory committees the 
Department of Education is able: 
to let the people at the settlement level know that what 
they think about education is important .. . this would 
be difficult to achieve on a territory-wide basis but it 
can be done on a regional basis. 

Problems encountered in the operation of Regional Offices 
were perceived to arise out of the characteristics of the environment. 
Because the regions are different in people and at different stages of 
development, flexibility is important and the Department cannot 
rigidly impose a uniform central policy. The establishment of 
advisory committees enables programs to be designed to suit people 
in the region. Other problems arise out of travelling long distances 
and a small amount of regional competition. However, the Department 
is not committed to ensuring uniform development in the regions. 

The principal plans for further development in the Regional 
Offices of the Northwest Territories involve the establishment of 
other offices in the superintendencies or sub-regions. A prediction 
for the future role of the Regional Office sees it as IB instrument 


to encourage more local control and more diversity that suits the 


needs of the people" in each region. 


PERCEPTIONS OF A SENIOR ADMINISTRATOR IN THE 


TERRITORIAL TEACHERS ORGANIZATION 


The representative of the Northwest Territories Teachers' 
Association (N.W.T.T.A.) concurred with the stated rationale for the 
introduction of a Regional Office system and considered that it was 
essential for purposes of communication, economical operation and for 


encouraging local autonomy. 
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The perceived Department of Education objectives for the 
regional superintendent were considered to be at variance with 
N.W.T.T.A. expectations. 

The regional superintendent should be the leader in programs 


- - » he should attempt to institute in-service training for 
teachers. I don't think the Department sees even half his 


role«as.being that.-- they see him.as.a.policy.administrator, 
a programs administrator and a controller of dollars and 
cents, 


There was perceived to be a great variation in the leadership 
provided from the Regional Offices. One of the benefits of the 
Regional Office, at least in one region, is that few professional 
problems have been directed to the N.W.T.T.A. Overall, the Regional 
Office system was perceived to provide teachers with a feeling of 
identification with the Department. 

Most of the perceived problems associated with Regional 
Offices were attributed to personnel rather than the system. The 
_ respondent considered that the Department of Education “will have to 
come to grips with what is the role of the regional superintendent," 
many of the superintendents are not getting around enough to visit 
teachers -- "they need to provide leadership in the classroom" but 
are ''too preoccupied with paper work" -- and there is no recent 
formal professional development among some of the superintendents. 
There were perceived problems created through regional variations in 
policy interpretation, and as far as the N.W.T.T.A. is concerned 
communication is at times hindered by the various administrative 
levels. 

The major recommendation for the improved operation of 


Regional Offices focussed on financial administration. While budgets 
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are eventually allocated to the Regional Offices, other government 
departments still have "pieces of the pie.'' Examples quoted were in 
the supply of rations and housing for teachers and in which settlement 
of grievances has to go through the appropriate government department. 
The respondent observed that this situation was a reverse case of the 
advantages gained by rationalizing government departments. A second 
recommendation based on expectations for the role of regional 
superintendent, called for greater role clarification and a change 

in emphasis. Further development of the Regional Office system in 
the Northwest Territories was confidently predicted, but this will 
depend on the nature of the involvement of local people and the 


avoidance of ''tokenism." 
SUMMARY 


The administration of education in the Northwest Territories 
_is based on four regions created after a reorganization of the 
Department of Education in 1969. Each Regional Office had a 
superintendent, an assistant superintendent and from 5 - 8 

program supervisors. Programs and services wereavailable in most 

of the major areas, and the three most important functions for the 
Regional Offices were (1) service function, (2) regulatory-evaluatory 
function, and (3) inter-agency cooperation function. Teachers have 
become more involved in the supervisory process with the introduction 
of Regional Offices, better service has been provided for principals, 
and the Department has been freed from some routine administrative 
tasks. Regional Offices have been highly successful in decentralizing 


the provision of consultative services for teachers and the evaluating 
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of school systems. A serious problem is encountered in providing 


programs and services for exceptional children. 
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Chapter 12 


REGIONALISM IN THE YUKON TERRITORY, 
PRINCE EDWARD ISLAND, AND 


BRITISH COLUMBIA 


This chapter presents the limited data obtained in the 
Yukon Territory, Prince Edward Island and British Columbia so as to 
provide a complete coverage of provincial and territorial educational 
systems. None of the educational systems in these areas included 
regional offices of education. In the Yukon Territory there are 
two regional superintendents, one responsible for supervision of the 
urban Whitehorse area, the other for the remaining rural areas. Prince 
Edward Island has five Regional School Boards administering all 
provincial schools. British Columbia is unique in the Canadian 
provinces and territories for the absence of any apparent regionalism 
in the administration of education. The data presented for this 
province consist of the perceptions of a Department of Education 
official and representatives of teacher and trustee organizations on 


the administration of education in British Columbia. 
YUKON TERRITORY 


The official interviewed in the Department of Education was 
at the level of regional superintendent. The territory has no school 


boards and the educational system is primarily a centralized one. 
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Before 1973 there were two assistant-superintendents who 
shared responsibility for the supervision of all schools. In 1973, 
"because of the pressure of development," the Department was 
reorganized to include two regional superintendents. Regional 
superintendents are responsible for the supervision of instruction and 
evaluation of teachers, and obtain specialist assistance from 
supervisors in elementary education, special services native 
curriculum, and from an educational psychologist. Numbers of schools, 
teachers and pupils in each superintendency for September, 1973 are 


listed below. 


Schools Teachers Pupils Supts. Supvrs. 
Rural Yukon 1:5 90 1507 1 } 
j 4 
Urban Yukon } 
(Whitehorse) 8 161 3436 a } 
Totals Zs 251 4943 Zz 4 


Overall ratios of supervisory personnel (2 superintendents + 4 
supervisors) were 1; 42 teachers, and 1: 824 pupils, 

Two specific problems inherent in the regional superintendents’ 
duties were mentioned. The rural superintendent faces the problem 
of a few isolated schools being separated by large distances. For 
example the distance from Whitehorse to one of the most northerly 
settlements is 500 miles. A problem indigenous to the area is the 
diversity in attitudes, values and socio-economic conditions, 


especially between rural and urban regions. 


No plans exist in the Yukon Territory for further implementation 


of a regional approach to education. 
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Ferceptions of a Representative of the Yukon Teachers' Association 


The representative of the Yukon Teachers' Association who 
was interviewed was able to make some observations on the administration 
of education in the Yukon, but was primarily concerned about teacher 
grievances. Although the proximity of the urban superintendent was 
perceived to be an advantage for schools in Whitehorse, the 
Department was perceived to be "top-heavy" with four superintendents 
and a school population of almost 5000. Although the system is 
small there was ''an immense amount of red-tape'' which resulted in 
unnecessary delays. The perception among teachers is that there is 
no specialist assistance available, and although there are no school 


boards "the proximity of the politics is horrendous." 


PRINCE EDWARD ISLAND 


Establishment of Regional Administrative Units 


In July, 1972, five Regional School Boards replaced 27 
consolidated areas, 16 regional high school districts and 170 other 
elementary school boards. Each regional administrative unit 
(Figure 28) has 15 school trustees, ten of whom are elected, and five 
appointed. The authority of the Minister of Education over regional 
administrative units is contained in the following clauses (Prince 
Edward Island, Sehool Act,, chapter 55, tpart 1, section 4). 


The Minister after consultation with the regional school boards 
concerned, with the approval of the Lieutenant-Governor-in-Council, 


(a) may divide the Province into regional administrative units; 
(b) may abolish regional administrative units; 
(c) may create new regional administrative units; 
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(d) may alter the boundaries of regional administrative units; 
and 
(e) may consolidate regional administrative units. 

Some indication of the rationale for the establishment of 
five regional administrative units is contained in a brochure -- 
"Fair Share Program, A Statement of Policy'’ -- published by the 
government of Prince Edward Island. The perceptions of a senior 
administrator on the rationale for regional units is included in a 
subsequent section. The new School Act (1971) to establish regional 
units was associated with changes in the financing of education. 

Some of the following extracts from "Fair Share Program" indicate that 
increasing inequalities in financial resources throughout the province 


was the major reason behind the reorganization. 


On November 4, a new School Act was introduced in the 
Legislature of Prince Edward Island. 


Its fundamental objective is to ensure that every boy and 
girl in Prince Edward Island has an equal opportunity to achieve 
a high standard of education, whether they live in urban or 
rural areas. 


On the same day, a Real Property Tax Act was introduced to 
shift the costs of education from local real property taxation 
to the provincial government and its greater sources of revenue. 


These two bills are the cornerstone of the Fair Share Program 
which will give to every citizen of Prince Edward Island a Fair 
Share of public services for a Fair Share of taxation. 


WHY THE LEGISLATION IS NECESSARY 


There is growing concern throughout North America about the 
rising costs of education and the ability of local citizens to 
pay these costs through property taxation, the only major source 
of revenue available to local school districts and municipalities. 


In several provinces, legislation has already been enacted to 
transfer most or all of the costs of education to the greater 
financial resources of provincial governments. 
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Through such measures, the senior levels of government are 
able to establish province-wide standards of education financed 
by taxes paid equitably by all citizens. 


In Prince Edward Island, the provincial government has in 
recent years been called upon to pay more and more of the costs 
of education. This has been particularly true in some rural 
areas which reached the maximum rate of taxation without being 
able to offer students a standard of education adequate to the 
demands of the job market. 


Other Island school systems, with larger tax bases, have 
developed educational programs that can never be matched by 


smaller districts. The result is inequality in the education 
opportunities available to thousands of students. 


Organization 


A representative organization chart for a Regional School 


Board is indicated in Figure 29, 


REGIONAL SCHOOL 


SUPERINTENDENT 


BUSINESS 
MANAGER 


ASSISTANT 
SUPERINTENDENT 


BOARD BASED ACCOUNTANT BUILDINGS TRANSPORT 
CONSULTANTS MANTENANCE MANAGER 


SUPERVISOR 


Figure 29 


Representative Organization Chart for a 
Regional School Board 
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Perceptions of a Senior Administrator in the Provincial Department 


of Education 
Some additional perspectives on the formation of regional 

units were gained from an interview with a senior official in the 
Prince Edward Island Department of Education. In response to the 
question ''Why were regional units formed?", the respondent stated 
that: 

Some pressures were brought to bear by the Premier in terms 

of rationalization . . . there were too many small schools 

- - - @ach wanting special facilities. 
Prior to the regional reorganization, there were over 200 school 
districts, a centralized Department of Education, and seven 
departmental inspectors who were centrally based and inspected 
schools in seven arbitrary areas of the province. At the time of 


transfer to regional units, six of the inspectors were at retiring 


age. There is a regional office in each administrative unit but 


it is the equivalent of the local board office. The superintendent 


is locally employed and the appointment does not have to be ratified 


by the Department of Education. Some of the perceived benefits 
resulting from this form of regionalization were a greater 


rationalization of school district consolidation, expenditure and 


facilities. One of the problems encountered through consolidation has 


been that boards have "run into resistances in closing down existing 


schools.'' There are no plans in the Department of Education to 


extend regionalization, but reference was made to a common 


suspicion that regional units will eventually be abolished with 


complete control retained by the Department. Some interest has been 


231; 


| te or Biehl ‘iene ms! SA gee nay rll 
ee Ree Loken aT Lai Me edt 


Told 
i 


Sse ee ils ‘she #00 hve’ 


me ; A ral 
te) 


al ey 


i= 
4 


Lees 


lonatyen De tot pai 63 wn “estas 
oid ih itntad to sottibe 6 HOw voto: di 
wit, 04 engonnns at _ MOB as qube to! Sosa | 


bade’ Sirebmogeey ila Baer “pahny Hagokebi sow ult . 


ier 
: 2 Cra br 


4 


> nay ni pe iy a ee wey ( i 


awrs? a Jade's? os vd teed o3 sdquond ai all aoxveastq 
eloodos Liam Yor ods stew exodtd J). , sotsestleno} 28%." 
eoki titan? Ladaeqa. gntinew dase 


Loorow ons T5v0 stow otads ce ae oi 
eaves bia x10 £9 mab we sna) rag beshintaies 3 


i 
we - 


bats sontn ‘bas haned ideramas orgy odie exes2eqent 
1) aeiy ody oA nrh cane ott: $e eners, jeoraidrs navn, 


Sncijeon AG ove ahr sah ats o- an ae. citi te 
Tekh 


ed thm ovisentadmhmbe this me saute 


vb ir Anis +k ae 


Theohers vik neers ont (Wate haKog: Taook bas 


att toned boutsonagy ofa % emo oot, se aise: 


i Py! ba: 
Pe ear Urpaen i Hi mn 
‘aval 


revcerg a | tes fobaastlonot yoy 30 mo? atda monk a 


tal 


eed iroshohbllt. Eaaince? geavin ais beroamwoane amatdorg ots noel sek 


sis wd: Hunan spotisubitonnes vorssekb Lootioa Xo. at vey 


oe) Sip x, diy ani Ne goanasednas niet nara" vad ba ; 
RL a Mi 
os sohansuks 40 sees naged itis iad ia | oe he * 
WL LE ¥ 
howmnd eos ehua ~ soneaa tex sud ‘oonseantans i ny c 
a ee, 
4. ato ace 


woud emi ait et 


| A vA 7 7 K 

et te 
: Sf i ' Yi! ine eee | 
r, f ty e li A “te ane 


7 ye Tour Ce Per : i Ls i 
i 4 f ar i : al ” i } a aki : ™»: ; ye iy ni) 
; De ON Ay ee ae ; a Po ae 7, 
: yi a Yaa) er (re es 


shown by other government departments in the regional boundaries 
and the respondent predicted that eventually they could become the 


basis for government administrative regions. 


Perceptions of a Senior Administrator in the Provincial 
Teachers' Organization 


The perceptions of regional administrative units held by a 
representative of the Prince Edward Island Teachers' Federation 
(7.0. 1.7.8.) focussed on the problems and benefits that have been 
encountered. 

Teachers were perceived to have lost their identity, and the 
fear was expressed that ultimately this may be transferred to 
pupils. In the past, teachers were well known by trustees, but now 
the system has become too "depersonalized" and teachers are "nothing 


more than numbers." 


- . the teachers have been lumped together in each of these 
administrative units, they're names to many of the board 
members -- they don't know the teachers... . if the teacher 


just becomes a number, and there are only 1500 teachers, we are 
concerned about what's going to happen to the students. 


The benefits of regionalization perceived by the P.E.I.T.F. 
have been "without question" for both teachers and pupils in terms 
of an extensive building program, a greater variety of courses, and 
improved facilities. The availability of board consultants has been 
appreciated by teachers. 

The teachers definitely have seen an improvement in the 
education process. If a teacher encounters a problem that 


he or she just can't seem to handle, they have these 
consultants readily available. 


A prediction that the Department of Education would eventually 


centralize all administration was rejected by the respondent, and in 
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attempting to decentralize power by setting up five regions he was 
prepared "to give them full marks." 
They have attempted to convey a great deal of the decision 
making power, which previously had been vested in 
Departmental officials, to the regional superintendents 
and the school boards. 
However, school trustees and superintendents have commented to the 
respondent that financial power still rests with the Department, 


and as a result some of the powers delegated to regional school 


boards are "meaningless." 
BRITISH COLUMBIA 


The Province of British Columbia is divided into 75 school 
districts. These units of administration vary from the smallest 
containing 422 pupils to the largest, Vancouver City, with 73,322 
pupils. Each of these districts is administered by an elected 
board of school trustees. 

In 68 districts, a superintendent appointed by the 
Department of Education is the executive officer of the board. 
While responsible to the Department for overall education in the 
province, he is paid in part by the school board. There are only 


seven districts in which the school board appoints its own 


superintendent. Local employment of a superintendent is restricted 


to districts with an enrolment of 20,000 pupils. The following data 


provide some indication of the size of the school system in 


British Columbia. 
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Number of schools ier dL 5S Number of F.T.E. teachers - 22281 
Number of divisions - 17802 Number of pupils - 534523 


(Source: British Columbia, Department of Education. 1971-72 
Annual Report. Queen's Printer, 1973 p. 205) 


The following sections provide data obtained in interviews 
with senior administrators and representatives from the Department of 
Education, the British Columbia Teachers' Federation and the 
British Columbia School Trustees' Association. In these interviews, 
an emphasis was placed on perceived reasons for the absence of 
regionalization in education, and attitudes towards the current 
delivery of programs and services by the Department of Education. 
Perceptions of a Senior Administrator in the Provincial Department 

of Education 

The respondent interviewed in the Department of Education 
was at the level of branch director. The major factor perceived to 
be responsible for the development of a regional office system was 
the delegation by the provincial department of education to school 
boards of the power to appoint their own Seer encnaent There was a 
prediction that "we will without a doubt have to go to regional 
offices as more and more local employment occurs." Increasing local 
employment of superintendents was perceived to be a trend in the 
province, but there was an inherent problem in the possibility that 
superintendents appointed from other provinces "wouldn't be known." 
The regional office system was criticized for the tendency to develop 
large central staffs, -- "you almost double your administrative 
staffs in running the same education organization" -- and "too little 


tendency for people to be involved in the real educational process 
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which is after all in our schools." Delivery of consultative-type 
services is centralized and the factors of distance and time were not 
considered to be problems. Support for this position stated that 


while requests for assistance "wouldn't be delivered tomorrow 


' the location of services on a regional basis would increase 


morning,’ 
the number of personnel required, and "I don't know that you couldn't 


do it just as fast centrally as you could by decentralizing them." 


Perceptions of a Senior Administrator in the 
Provincial Teachers' Organization 


The representative from the British Columbia Teachers' 
Federation (B.C.T.F.) who was interviewed observed that the reasons 
for the absence of any regionalization in the province are to be 
found in the reorganization of school districts into larger units as 
recommended by the Cameron Commission in 1946. At this time, British 
Columbia was more thoroughly reorganized into larger districts than 
any other province, and the viable nature of these districts delayed 


any further consolidation. 


In response to the question "Is the Department able to provide 


specialized services more efficiently from one centralized location 


than from regional centres?" The respondent considered that the 


system 'has broken down'' and where boards are too small to employ their 


own supervisory personnel, they either hire consultants from other 


educational institutions, or "they do without." Reference was made to 


the Report of the Comntsston on Educatton of the B.C.T.F. (1968) which 


included the following recommendations on the reduction of school 


districts and provision of resource centers and auxiliary personnel. 
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142. The number of school districts in British Columbia should 
be greatly reduced, from the present 80 plus to perhaps 
about 20, in order to permit the formation of larger 
districts which will have sufficient student population, 
local tax resources, and professional staff to provide 
equality of educational opportunity. 

144. Each of the large school districts should have a resource 
center with an adequate supply of audio-visual aids for 
learning. The center should provide a comprehensive 
professional library for teachers. 

147. Each of the large school districts should have a staff of 
auxiliary personnel including psychologists, other 
authorities on learning disabilities of children, and 
technicians. 

A more recent submission (B.C.T.F., 1973:6) on decentralization of 
curriculum development recommended that "the preparation of local 
materials should be facilitated through the development of a system 
of local and regional resource centers." 

A current assessment of the educational system by the 


"we are in a period of time where I can't 


respondent stated that 
see many good points in the present system," but the new government 


was perceived to be listening and reacting to B.C.T.F. proposals and 


"there's no way to go other than up to a better system." 


Perceptions of a Representative of the Provincial School 
dirustee Organization 


Reactions to centralization and an optimistic attitude to 
educational reform by the provincial government were two issues 
discussed with a representative of the British Columbia School 
Trustees’ Association’. (8.C.S.1.A.). 

Secretaries of school boards and superintendents have 
commented on the excessive delay in getting approval and advice from 


the Department of Education in Victoria. 
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Not only is the administration of the education system 
centralized, but it appears to be centralized, and everybody 
is very aware that it is a centralized decision. 
Trustees and the B.C.S.T.A. favor local employment of superintendents, 
and the present government is not only perceived to be encouraging 
local control but to have made significant progess in its limited 
term of office. 
The new government has done some overdue things. I guess it 
wasn't very hard to look good in the first year or so 


Everybody in the education scene in British Columbia is quite 
hopeful of the future. 
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Chapter 13 


A PROFILE OF REGIONAL OFFICES OF 


EDUCATION IN CANADA 


In Chapter 1, three research problems were presented to 
provide "direction and points of focus for the study." Preceding 
chapters have attempted to establish the extent to which a regional 
approach in the administration of public education in Canada has 
developed and to describe the organizational and operational features 
of provincial regional offices of education. Arising from research 
problem No. 2, nine sub-problems were designed to provide a basis 
for the development of a profile of the regional office of education 
in Canada. Chapter 13 presents this profile and thereby establishes 
a linkage with the rationale, recommendations and conclusions of the 


final chapter. 
INTRODUCTION 


Regional offices of education, with a variety of organizational 
and operational features, existed in 1973 in Alberta, Saskatchewan, 
Manitoba, Ontario, Quebec, New Brunswick, Nova Scotia, Newfoundland 
and the Northwest Territories. 

All units were basically an extension of the provincial 
department of education, acting as an intermediary between local 


school districts and the central office of the department of education. 
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The terminology used varies to include regional offices of education, 
regional bureaux, the regional superintendency, and offices of 
inspectors of schools. All units were "regional" to the extent 

that they operated in an area smaller than the province, with the 
outer limits of regions coinciding with school district or county 
boundaries, and in some cases being coterminous with regions used by 
other government departments. In all cases the regional office was 
ee by provincial departments of education as an integral part 
of the educational system. 

The taxonomy used to present this profile is drawn in part 
from Stephens (1972:34), who has noted two restrictions on the 
interpretation of data presented in such a profile: 

- . . the profile is not necessarily to be viewed as optimal 
criteria for the establishment and operation of regional 
educational service agencies. 

. .« . while a consensus has emerged concerning general 

criteria for the structuring of regional educational service 
agencies, the development of specific standards must ultimately 
be designed on an individual state basis. 

The basis for the profile presented in this chapter is derived 
from the following taxonomy: (1) extent, (2) governance, (3) 
objectives and functions, (4) finance, (5) staffing, (6) physical 


facilities, (7) inter-agency relations, (8) legislative structure, 


(9) assessment. 
EXTENT 


The regional office of education as it currently exists in 
Canada was first established in Ontario (1965), although offices 


acting as headquarters for provincial high school inspectors were 
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operating before this time. In most provinces an assessment of the 
needs of locai school districts was completed, although the extent 
of involvement of client organizations in the initial planning 
appears to have been minimal. This has resulted in a widespread 
lack of acceptance of the regional office, concerns about undue 
emphasis on regulatory-evaluatory functions, and a strong feeling 
among school trustee organizations in particular that the existence 
4 eee boards is being threatened. Outside of the provincial 
departments of education there was a singular lack of commitment to 
the development of the regional office. 

To specify a single factor which has been responsible for the 
regionalization of the administration of education and the 
establishment of regional offices in Canada is difficult, but an 
increasing acceptance by provincial governments of a policy of 
decentralization can be associated with other related factors. Local 
boards have increasingly been granted or assumed responsibility for 
the supervision of education, and together with a policy of augmenting 
the leadership and service of provincial departments of education, 
these factors created a surplus of provincially employed supervisory 
personnel. In many cases these people were absorbed into the central 
office of reorganized departments of education or regional offices. 
The consequences of this action have been paed in preceding chapters. 
A recognition both by school boards and provincial governments of the 
increasing complexity of educational services and programs, the 
limitations of the financial resources of many districts, and the 
need to equalize the services provided to large urban and the smaller 


rural areas, were other factors. 
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Specialists in school programs and other aspects of school 
administration were based in the various regional offices in five 
provinces. Salary levels and some benefits and allowances of regional 
office personnel were comparable with tertiary institutions and senior 
administrative levels in school districts. Instances where this 
parity did not apply were noted in the details supplied for each 
province. 

Not all of the regional offices met one criterion concerning 
an optimal pupil enrolment of 50,000 - 100,000 students and even 
fewer met a standard of being within one-hour driving time of the 
majority of their clients (Stephens, 1972). Ratios between regional 
office personnel and the numbers of schools, teachers and pupils 
displayed a wide range and should be interpreted cautiously taking 
into consideration the supervisory personnel employed by local 
school boards and provincial employees based in the head office. On 
the basis of regional office staffing structures only, the provincial 
ratios of supervisory personnel to schools range from 25 - 87 and 
for teachers from 474 - 896. 

The programs and services offered by regional offices were 
extremely varied. A multiplicity of general administrative and 
pupil-staff personnel services and programs was gradually being 
developed to meet the needs of those school districts unable to 


provide this type of service. 
GOVERNANCE 


In most provinces the administration of regional offices was 


within the direct responsibilities of an assistant or associate 
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deputy minister. This structural arrangement appeared to have 
facilitated coordination and strengthened the position of regional 
offices in the central administration. Unlike some of the regional 
educational service agencies in the United States, there were no 
provisions for regional offices to be governed by popularly eiected 
lay boards, although future consideration of the educational 
cooperative as an alternative to the regional office may well result 
in an additional level of governance. 

All provinces having a system of regional offices tended to 
regard them as extensions of the provincial department, as 
intermediate units operating between the local school district and 
the department, and proclaimed that they had a basic orientation to 
the provision of services. Few provinces considered the regional 
office to be a strong regional-based agency, but a later section 
(Inter-Agency Relations) provides evidence that some governments were 
developing a framework to provide for greater inter-ministerial 


coordination. 
OBJECTIVES AND FUNCTIONS 


One assumption of this study was that the wording of 
questionnaire items represented an identical stimulus for each 
respondent. That this was not supported in the data obtained on a 
ranking and rating of functions emphasizes the need for cautious 
interpretation of inter-provincial comparisons. 

Statements of objectives for regional offices were not readily 
available. The development of regional offices has often entailed 


a major reorganization of provincial departments of education, and 
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there can only be speculation on the means by which their achievements 
are determined and by which client organizations can determine their 
role. In some cases at the provincial level, this dilemma was 
overcome by indicating that provisions were made for individual 
regional offices to develop their own specific objectives, or by 
supplying job specifications from which objectives can presumably be 
deduced. One province was unique in distributing through its 
Department of Education Annual Report a statement of objectives, the 
relationship between objectives and programs, and achievements for 
the current year. 

The importance attached to six stated functions for regional 
offices provided a departmental perspective which was one of the major 
concerns of this study. Further research is required to determine 


client perceptions and the extent to which objectives are implemented 


in programs. However, Table 29 provides a list of the various functions 


that were rated as "very important’' within the total eeanewoee of 
department of education policy in each province or territory with a 
system of regional offices. Those mentioned most frequently include 
the service, monitoring, developmental and regulatory-evaluatory 
functions. Estimates of the resources allocated to the various 
functions provided a slightly different perspective. In two provinces 
the administrative and service functions were rated of "moderate 
importance" only, yet were estimated to consume 40 percent and 60 
percent of resources. Generalizing for all provinces, the service 
function tended to rank highest in the allocation of resources, 


followed by developmental and administrative functions. 
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Communication systems between regional offices and their 
clients provides ancaned basis for determining orientation towards 
objectives. In spite of a professed preoccupation with the service 
function, most systems required that client requests for consultative 
service from the regional office be directed through the district 
superintendent. The use of advisory groups consisting of administrators, 
specialists and teachers to facilitate communication between clients 


and the regional office was reported in only one system. 
FINANCE 


There was considerable diversity in the Gietiania resources 
allocated to regional office development. In the three provinces 
with the most extensive systems of regional offices, the amounts 
budgeted for the 1973-74 year ranged from almost $1% million to 
$10’s million. These budgeted estimates represented a range of from 
0.42 - 0.78 percent of total education expenditure (eltlading colleges 
and universities). Other provinces have formulated plans to develop 
the services and programs available from regional offices but have 
been unable to obtain the necessary budgetary increases. As integral 
parts of the provincial system and extensions of departments of 


education, none of the regional offices were fiscally independent. 
STAFFING 


In all provinces the perceptions of teacher and trustee 
organizations on the quality of staffing in regional offices was 
clearly disparaging. Stephens (1972:38) in describing the personnel 


in regional educational service agencies in the United States 
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considered that they were "some of the finest assemblages of truly 
outstanding Picieeuaeed staffs to be found anywhere in the nation 
in any type of educational institution." None of the respondents 
in this study made comparable comments on regional office personnel. 

The minimum qualifications required for appointment as a 
regional office consultant do not indicate the current level of the 
qualifications of personnel, but they were generally set at the level 
of two degrees plus "several" (5-7) years experience. 

There was generally limited interchange of personnel between 
the regional offices, tertiary institutions and professional 
organizations. Cooperation from such organizations was more frequently 
reported in providing personnel for conferences and workshops. 

In view of the widespread perceptions on the quality of 
staffing in regional offices some provincial departments of education 
will have to show a deeper commitment to staff development. Two 
provinces had no special allocation in the regional Rie sets budget 
for staff development. Provisions for study leave in other provinces 
ranged from a payment of 75 percent of the employee's salary, to 
permission to use the summer vacation period for study and refresher 


courses. 
PHYSICAL FACILITIES 


Because most regional offices did not provide extensive 
operating programs in the areas of general administration or pupil 
and staff personnel, physical facilities were not required to be 


expansive. The physical facilities that did exist in each regional 
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office were considered to be adequate and no parts were accommodated 


in separated locations. 
INTER-AGENCY RELATIONS 


Only three provincial regional office systems had developed 
extensive relationships with other government departments in joint 
participation in regional planning. Two systems reported extensive 
joint use of facilities and involvement in cooperative purchasing. 
In addition to these preceding areas, other provinces indicated 
limited to no activity in joint employment of personnel, joint staff 


development and use of centralized data processing facilities. 
LEGISLATIVE STRUCTURE 


There is no specific legislation in any of the provinces 
which controls the administration of regional offices. In the 
legislative guidelines that existed, all provincial gop ariaeride of 
education reported that they had complete flexibility for the 


operation of regional offices. 
ASSESSMENT 


This final section focusses on the benefits, success and 
problems of regional offices of education as perceived by senior 
administrators in provincial departments of education. To complete 
this assessment the perceptions of clients need to be sampled more 
comprehensively. The importance of ensuring that perceptions at the 
institutional level are kept in proper perspective is illustrated 


by two examples. In one system there were perceived to be benefits 
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derived from greater local involvement in regional office planning, 
but client anal, igarynes in contrast were highly critical of the lack 
of consultation. An assessment of problems encountered in the 
operation of regional offices revealed that one system virtually had 
no problems, while for another, obtaining financial resources was 
only a "slight problem." Some critics will suggest that this level 
of assessment of provincial departments of education by senior 
administrators would be expected. However, teacher and trustee 
organizations were unable to provide any objective evaluation of 
regional office services and programs because of their sometimes 
deliberate policy of not being involved with the regional office 
system. 

There was a wide range of perceived benefits resulting from 
the operation of regional offices. In most provinces increased 
consultative service had been made available to teachers, and 
better feedback had been provided to the department of etucaiiads 
In decentralizing some of the services previously provided by the 
central office of the department of education, regional offices were 
most frequently assessed to be "highly successful" in evaluating 
individual schools and school systems, and to a lesser extent in 
providing assistance in planning school buildings. 

A detailed listing of 74 potential problems as they affected 
the operation of regional offices has been provided in preceding 
chapters. One problem associated with regional offices that was 
rated as "very serious - serious’ and was common to four provinces 
was the conducting of educational research. Obtaining educational 


research findings was similarly rated by two provinces. 
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In summary form, these represent the major organizational 
and operational features of regional offices of education. As 
indicated in the introduction of this chapter, inter-provincial 
comparisions are not important, nor should the commonalities that 
exist be regarded as universal criteria for the operation and 
establishment of regional offices. Subsequent research may provide 


the in-depth analysis that is required by most provincial systems. 
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Chapter 14 
RATIONALE, RECOMMENDATIONS AND CONCLUSIONS 


This concluding chapter presents a rationale for the 
regionalization of the administration of public education in the 
provinces and territories of Canada in 1973. Initiating factors that 
have arisen from this study are briefly reviewed, followed by a 
presentation of three regional organizational models. Some 
_ recommendations arising from the study are provided for provincial 


governments, departments of education, teacher and trustee organizations. 
A RATIONALE 


The absence of previously stated rationales for the 
regionalization of public education in the provinces and territories 
of Canada was one basis for establishing the significance of this 
study. Research problem No. 3 posed the question: 

Are there any commonalities which provide a basis for postulating 
a rationale for the regionalization of the administration of 
public education in Canada? 
The rationales for regionalization that were provided by deputy 
ministers of education or their delegates in each department of 
education were examined for common factors. 
Deficiences in the conceptualization of regional administration 


have been noted in the review of the literature, but two contributions 


(Nault, 1970; Yonke, 1970) specifically related to regional units 
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are reiterated. Nault (1970:10) states that "the R.O. [regional 
office] concept is ... . . a mixture of several old and emerging 
concepts"; his conceptualization extends only to presenting the 
regional office as being simultaneously an intermediate unit, a state 
agency, a service center, and a regional-based agency. Yonke 
(1970:18) in considering "the concept of the regional educational 
service agency" in the U.S.A., has extracted from various writers 
Ab Reset ene of programs and services and the types of functions 
performed by such an agency. The following comment (Nault, 1970:10) 
describes the stage of development of conceptualization of regionalization 
that has been illustrated in the previous examples. 

The trend toward regional administration is so recent in terms 

of state government history that the R.O. [Regional Office ] 


concept is still very much in a state of flux and far from 
being fully developed. 


Factors Involved in the Development of a Regional 
Approach to the Administration of Public 
Education in Canada 
To achieve greater clarification of the rationale behind the 
increase in regionalization of the administration of public education 
in Canada, analysis must go beyond a concern only for specific units 
of regional administration. The following section presents seven 
factors that have been derived from an analysis of the stated 
rationales supporting the adoption of a regional approach in nine 
provinces and two territories of Canada. 
The following interrelated factors have been derived from 


an analysis of the rationales for regionalization provided by provincial 


and territorial departments of education. 
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1. Departments of education in all provinces and territories, 
with the exception of British Columbia, have accepted decentralization 
and regionalism of education as bases for policy formulation. The 
Departments of Education and Health and Social Development in Manitoba 
were perceived to have provided the initiative in implementing a 
regional approach to administration. In Newfoundland, Alberta and 
Quebec other government departments such as Industry and Commerce, 
and Health were perceived to be also active in regionalizing their 
administration. 

2. Increased amounts of pre-service training for teachers and 
greater expertise of supervisory personnel in local school districts 
have prompted provincial and territorial departments of education 
to increase their leadership and service functions and to delegate 
regulatory and monitoring functions to the regional and local level. 
This factor was mentioned by senior administrators in Departments 
-of Education particularly in Ontario, Manitoba, Saskatchewan, Quebec, 
Alberta, Newfoundland and the Northwest Territories. 

3. Local school boards have been encouraged to assume greater 
responsibility for the supervision of education in the provinces of 
Ontario, Manitoba, Saskatchewan, Nova Scotia, Quebec and Alberta. 

4. A changing role for provincial departments of education, and 
local appointment of supervisory staff created a surplus of 
provincially employed supervisory personnel in Quebec, Alberta, 
Manitoba and Ontario. These personnel have been absorbed into central 
or regional offices of departments of education or have been employed 


by local school boards. 
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5. Changes in the philosophy and technology of education have 
created the need i most provinces and territories for innovative 
programs, specialized instructional programs, special education 
services and continuous staff development, all of which are 
characterized by a high degree of staff specialization, advanced 
technology and higher costs. 

6. Rising costs of education and the inability of communities 
to pay these costs through property taxation have created inequalities 
in the financial resources available to school systems. This was a 
major factor considered in the planning of regional administrative 
units in Prince Edward Island. 

7. The need to provide greater equalization of services between 
school systems was specifically referred to by senior administrators 
in the Departments of Education in Ontario, Manitoba, Quebec, Prince 


Edward Island and Alberta. 


Regional Organizational Models 
Goldhammer (1968:113) has stated that: 
A major concern in the restructuring of school organization 
should be the provision of a more effective and more adaptable 
system of educational governance. 
Three regional organizational models are described in this section. 
Representing the educational systems in the provinces and territories 
of Canada (with the exception of British Columbia), these models 


display variations that are a response to conditions perceived to be 


peculiar to each system. 


Three-echelon model. The most common expression of a regional 


form of administration in Canada is the regional office of education 
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as an intermediate organizational level between the central office of 
the provincial department of education and local school boards. The 
three-echelon model is represented in the provinces of Alberta, 
Saskatchewan, Manitoba, Ontario, Quebec, New Brunswick, Nova Scotia 


and Newfoundland. 


Department of Education 
Regional Office of Education 


Local School Boards 
MODEL A. THREE-ECHELON MODEL 
Two-echelon model. Model B represents the two-echelon system 


in the educational structures of the Northwest Territories and Prince 


Edward Island. 


Department of Education 


Regional Admin. Units 
or 
Regional Offices of Education 


MODEL B. TWO-ECHELON MODEL 


The Northwest Territories is basically a centralized system without 
school boards, with Regional Offices acting as branch offices for the 


Department of Education. In Prince Edward Island, numerous small 
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school districts were consolidated into five regional administrative 


units, or boards. 


Single-echelon model. Model C represents the educational 


structure of the Yukon Territory. 


Regional Superintendent Department of |; Regional Superintendent 


(Rural) Education 


MODEL C. SINGLE-ECHELON MODEL 


The claim is made (Goldhammer, 1968:112) that this model has limited 
acceptance because it gives control to the state department of 
education and makes of the state a single school district. The single 
echelon model is not substantially different from the two-echelon form 
existing in the Northwest Territories, except that supervision on a 
rural and urban regional basis is administered from the centralized 
department of education. 

The number of organizational levels existing in provincial 
and territorial departments of education has been used here as a basis 
for classifying the regionalization of administration of education. 
Another alternative that has not been developed in this study involves 
the classification of regional units according to their predominant 
function. On this basis, regional offices of education in Canada 
might be grouped according to those that are regulatory-oriented, 
those that combine regulatory and service functions, and those that 
are service-oriented. The problem with this basis is that divergent 
classifications could be provided from people in the institutional, 


managerial and technical levels of educational systems. 
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Hierarchy of Regionalization 


Comparisons among the regional units in the provinces and 
territories of Canada (with the exception of British Columbia) on the 
basis of number of regional offices, regional personnel employed or 
the range of consultative services provided, indicated that some 
systems are more developed than others. Differences in the 
development of regional units are often a reflection of the province's 
financial resources or the numbers of schools, teachers and pupils. 

A more fundamental indication of the extent of regionalization is the 
degree to which the responsibility for the administration of education 
vested in provincial departments of education has been delegated 

to regional units. 

Provincial legislatures in all provinces have delegated the 
responsibility for the administration of education to departments of 
education. As a further step in decentralization, legislation has 
granted school boards the authority to administer epeeieied aspects 
of education. 

An initial stage in the process of regionalization has 
occurred when provincial departments of education exercise 
administrative, regulatory and monitoring functions over education 
through the appointment of regional or district superintendents. 
Three variations of this developmental stage were evident in the data 
of this study: 

1. In the Yukon Territory, two regional superintendents were 


centrally based as civil servants in Whitehorse. They exercised 
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supervision gees the urban (Whitehorse) and rural regions of the 
territory, using central support staff. Regionally based 
superintendents using central support staff occurred in Newfoundland 
and Nova Scotia. Although these two provinces used the terms 
regional office of education and inspectoral unit office to describe 
their regional units, there was no decentralization of support staff 
and the one person appointed to each office performed the functions 
of a regional superintendent. 

2. Before 1970 the district superintendents in Alberta were 
employed by school boards, but as civil servants they were responsible 
to the provincial department of education. In 1973 this form of 
the regional or district superintendency predominated in British 
Columbia. 

3. A third variation of the regional superintendency has recently 
been introduced in British Columbia where seven school districts 
have been granted the authority to appoint a superintendent who is 
responsible only to the board. The reduction in the capacity of 
departments of education to monitor education in the province led 
to another stage in regionalization in Alberta, Manitoba and Ontario. 

The regional office of education acting as an intermediate 
unit between the central office of the department of education and 
local school districts represents a second stage in regionalization. 
Previous chapters have described how a variety of functions has been 
delegated to regional offices in Alberta, Saskatchewan, Manitoba, 
Ontario, Quebec and the Northwest Territories. In this stage, 
variations were evident in the extent to which support staff were 


based in regional offices or in the central office of the department 
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of education. For example, in Alberta and Ontario, consultants are 
regionally-based, alia in Saskatchewan consultative service beyond 
that provided by a regional superintendent and an assistant has to 
be obtained from the central office of the department of education. 
Where school districts are consolidated into ides regional 
units with sufficient student population and financial resources, the 
need for the regional office as an intermediate unit is eliminated. 
This stage in regionalization has been achieved in Prince Edward Island. 
With only a small number of administrative units, the fear has been 
expressed that this stage of Ad ces lherstatic is only one step away 
from a completely centralized system. This was referred to by 
the respondent interviewed in the Prince Edward Island Department 
of Education. 
If regional units of administration as they exist in Prince 
Edward Island are removed, there remains only a centralized department 
of education.- In an earlier part of this section, reference was 
made to the initial stage of decentralizing legislative control to 
provincial departments of education. When this development occurs, 
the process of regionalization might even be regarded as cyclical 


rather than hierarchical. 


Summary of Rationale 


In the introductory comments on this section brief reference 
was made to two writers who claimed to be conceptualizing regional 
administration by focussing on specific regional units and by 
classifying programs and services of regional agencies. The rationale 


presented here offers seven developmental factors and three 
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organizational models all of which have been extracted from 
developments in regional administration in the provinces and 
territories of Canada in 1973. 

The seven factors are as follows: 

1. Departments of education have accepted Aaa aeaherieie and 
regionalism as bases for policy formulation. 

2. Leadership and service functions of departments of education 
have been emphasized, with regulatory and monitoring functions being 
delegated to regional and local levels. 

3. Local school boards have an increased responsibility for 
the supervision of education. 

4. Factors 2 and 3 have created a surplus of provincially- 
employed supervisory personnel. 

5. Changes in the philosophy and technology of education have 
created the need for highly specialized and costly programs. 

6. There have been inequalities in the financial resources 
available to school systems. 

7. Attention has been drawn to equalizing the services available 
to urban and rural school systems. 

Variations in the structures of provincial and territorial 
departments of education are illustrated in three regional 
organizational models. The three-echelon model is the most pean 
form in Canada, involving the regional office of education as an 
intermediate level between the central office of the department 
of education and local school districts. Increased centralization 
occurs in the two-echelon model. This includes a department of 


education, regional boards or regional offices. The single-echelon 
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model is highly centralized with a department of education administering 
the entire province or territory. 

On the criterion of the degree to which the responsibility 
for the administration of education has been delegated to regionai 
units, a hierarchy of regionalization has been proposed. This 
hierarchy ranges from the stage where supervisory functions are 
delegated to a provincially employed regional superintendent, to the 
stage where consolidated school boards are responsible for the 


administration of education in a region. 
RECOMMENDATIONS 


Some major recommendations projected from this study are 
contained in the following section. The purpose of this study was 
to determine the extent to which regionalization of education occurred 
in Canada. Consequently some caution must be exercised in making 
far-reaching recommendations for provincial governments, departments 


of education, and teacher and trustee organizations. 


Recommendations for Provincial Governments 

1. Common administrative regions. Governments should investigate 
the feasibility of establishing common administrative regions to 
foster inter-ministry co-ordination at the regional and local levels. 

2. Regional restructuring of ministries. The restructuring of 
government ministries to provide greater sensitivity to regional needs 
could improve the coordination of planning and resource allocation. 
Utilization of regional offices or regional government centers as a 


starting point for inter-ministerial coordination and cooperation 
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would provide a visible expression of government concern for 


decentralization and regional development. 


Recommendations for Provincial Departments of Education 
1. Involvement of client organizations. There should be a more 


deliberate effort to involve teacher and trustee organizations in 
planning for the development and assessment of regional offices. 

2. Personnel. The consequences experienced in most provinces 
of attempting to execute a major organizational rearrangement through 
regional offices by reassigning inspectoral personnel should be 
heeded by other educational systems. The retraining and continued 
professional development of existing regional personnel are of 
vital importance. 

3. Communication. Continued mistrust, suspicion and vague 
misconceptions about the functions of regional offices will continue 
unless departments of education first clarify prescribed objectives, 
functions and organizational arrangements, and then ensure that this 
material is widely distributed to school boards, schools and teacher 
organizations. 

4, Redefinition of school board and department of education 
roles. While there have been evolutionary changes in the roles 
of departments of education and teacher and trustee organizations, 
such changes do not appear to have always been compatible. Roles 


need to be redefined so that as far as possible the various 
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expectations of all groups involved in the educational system become 
known and satisfied. By using an independent committee of enquiry, 
trustees and departments of education should devise a realistic 
sharing of powers and responsibilities appropriate for the present 
and future nature of educational systems. 


5. Alternative structures and alternative regional units. 


There is a need to investigate more flexible arrangements in the 
regional office system and the feasibility of incorporating 
alternative units such as the regional cooperative. Two alternatives 


are briefly considered here. 


Alternative A. Provincial responsibility for administrative, 
regulatory, and monitoring functions could be transferred to regional 
offices in large metropolitan centers, allowing local school districts 
with provincial funding to organize regional cooperatives. This 
separation of functions is suggested because large metropolitan boards 
do not require the support staff provided by regional offices. Local 
control over service and development functions would be retained 


through the development of regional cooperatives. Where districts 


were not able to be included in a cooperative, service and developmental 


functions could still be provided by the metropolitan regional offices. 
A further advantage of this alternative is that the potential conflict 
between service and regulatory functions is reduced. In both 
Alternatives A and B, the inter-agency cooperation function would be 
more appropriately retained at the central office of the department 


of education where inter-ministerial communication is facilitated. 
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Alternative B. If regional offices were to be retained on 
their present scale in most provinces, a similar separation of 
functions as in Alternative A would permit regional offices in rural 
areas to concentrate on service and developmental aspects. Under 
this arrangement the regional offices established in large 
metropolitan areas would assume responsibility on a provincial scale 
for administrative, regulatory and monitoring functions. There would 
then be in Alternative B two types of regional offices -- a regulatory- 
oriented regional office in metropolitan areas where school districts 
have the resources to provide their own service staff, anda 


service-oriented regional office in rural areas. 


Recommendations for Teacher and Trustee Organizations 
1. Utilization of regional offices. Provincial teacher and 


trustee organizations need to recognize that the regional OLLice 
is establishing itself as an integral part of the provincial system, 
and policies should be formulated on the means of achieving 
maximum utilization of the resources made available. With a 
realistic sharing of powers and responsibilities between departments 
of education, teacher organizations and school trustees, the human 
and financial resources that are made available by all groups could 
be used more effectively and efficiently. 

2. Awareness. While some departments of education have not 


effectively communicated statements of their role expectations for 
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the regional office, teacher and trustee organizations could hasten 
the process by requiring more information. Such organizations cannot 
claim to represent the interests of their members by admitting to 
ignorance or limited awareness of regional offices. 

3. Alternatives. Trustee organizations in mareieure: that are 
critical of regional offices should be able to propose satisfactory 
alternatives. They should be aware that the proposal to preserve 
local autonomy could entail regional consolidation in order to allow 
for viable operating units. Another alternative to establish regional 
cooperatives involves forming another level of school government 


and overcoming the problem of regional and local interests. 


Recommendations for Further Research 


This study has established the initial basis for further 
research in the regionalization of education and later studies 
-should examine in more detail some of the issues exposed. Four 
specific areas are recommended for further research. 

1. A discrepancy exists in some systems between implicit and 
explicit objectives of regional offices. Research is required on the 
implementation of objectives and the perceptions that clients hold 
for this operationalization. 

2. Based on the assumption that any administrative reorganization 
in education must establish its success on the improvement of the 
teaching and learning process, there is a need for a study to 
investigate the perceptions of classroom teachers on the objectives, 


operation and benefits of regional offices. 
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3. Recent literature supports the contention that there is an 
implicit eentreaieLion between a regional agency performing both 
regulatory and service functions. Further research is required to 
establish if this dichotomy is only what one respondent termed 
"a theoretical hang-up." 

4. Further refinement of the rationale presented in this study 
would be a major research contribution. Attention could be 
concentrated on a detailed analysis of the developmental factors or 
organizational structures in each province or territory having a 


regional form of administration. 
CONCLUSIONS 


A detailed presentation of conclusions for this study is 
implied in the profile of regional offices of education and the 
listing of recommendations. Five conclusions are repeated briefly 
as part of this concluding statement. 

1. Regionalization of the administration of public education in 
Canada is established in every province and territory with the 
exception of British Columbia. 

2. Most provincial departments of education are progressively 
implementing proclaimed government policy to further decentralize 
the administration of education on a regional basis. 

3. The regional office of education is the most common 
organizational expression of regionalization in education. 

4. A clear understanding and precise definition of the role of 
the regional office has yet to be achieved in many provincial 


departments of education. 
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a LHe eae at of any clarification in the role of the regional 
office has created in each province suspicion and mistrust among 
client organizations, and a lack of commitment to its development 
and utilization. 

The aim of this study was to examine and describe the 
extent of regionalization in the administration of education in 
Canada and to postulate a related rationale. A concern was expressed 
in introductory chapters about first establishing an institutional 
perspective towards regionalism. While other legitimate concerns 
do exist, and where there is limited previous research, there is a 
temptation to try and compensate in one study by covering an 
expansive field. This study has established an institutional 
perspective on a nation-wide scale as a starting point in a new 


field of research in educational administration. 
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THE UNIVERSITY OF ALBERTA 
EDMONTON, CANADA 
T6G 2E!1 


september 1, 1973 


FACULTY OF EDUCATION 
DEPARTMENT OF EDUCATIONAL 
ADMINISTRATION 


Re: A study of Regional Offices of Education in Canada 


My letter of June 8-11 requested your support in conducting a study of 
Regional Offices of Education, including the collection of some data 
and an opportunity to interview you or your delegate. 


In order to arrange for interviews with every provincial Deputy- 
Minister (or Associate) and representatives of teacher and trustee 
organizations, I have had to plan a tentative schedule, a copy of which 
is enclosed. 


Could you suggest a suitable time and date for an interview? If the 
tentative time on the schedule is not convenient, nominate an 
alternative, otherwise I will be prepared to stop-over on my return 
trip or arrange another time at a later date. After receiving from 
you confirmation of my appointment for an interview, I will send you 
an outline of the questions to be considered. 


Two questionnaires have been included with this letter. .The Basic 
Data Questionnaire asks for information about organization charts, 
personnel, budget, clients, objectives, legislation and services as 
they relate to Regional Offices. The Regional Office Questionnaire 
examines in some detail the following areas: establishment of 
Regional Offices, governance, objectives and functions, finance, 
staffing, physical facilities, inter-agency relations, legislative 
structure, and assessment. Would you be able to arrange for these 
questionnaires to be forwarded to the appropriate officials, and in 
your reply notify me of their names, positions and address? 


Thank you for your co-operation and assistance in completing this 
study. 


Yours sincerely, 
Robin J.Chapman 


Encl. 1. Tentative schedule of interviews 
2. <Goverine Letter to Directors of Field Services, etc. 
a. Basic Data Questionnaire 
b. Regional Office Questionnaire 
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FACULTY OF EDUCATION 
DEPARTMENT OF EDUCATIONAL 
ADMINISTRATION 


THE UNIVERSITY OF ALBERTA 
EDMONTON, CANADA 
T6G 2E!1 


September 1, 1973 


To: Directors/Superintendents of Field Services 
Directors of Supervisory Services and Inspection 
Directors of Curriculum Services 
Chief Superintendents of Schools 
Directors of Educational Planning 


The Deputy Minister of Education has kindly given permission for me to 
collect data for a doctoral study of the organization and functions of 
Regional Offices of Education in Canada. I would like to request your 
assistance in obtaining some information about the extent of regional 
administration of education in your province. A preliminary and brief 
definition of the Regional Office of Education is: 

"A regional unit, smaller than the province, which exists primarily 
to provide consultative services and to exercise regulatory and 
inspectoral functions over local administrative units." 

The major areas of this study as they refer to Regional Offices, cover: 


1. Extent 6. Physical facilities 

2. Governance 7. Inter-agency relations 
3. Objectives and functions 8. Legislative structure 
4. Finance 9. Assessment 

Doc otad fing 


Would you be so kind as to provide in the Basic Data Questionnaire and 
Regional Office Questionnaire the data that have been requested? All 
responses will remain confidential, no reference will be made to 
individuals, and the complete report for your province will be sent to 
the Deputy Minister for approval before it is printed. As these 
questionnaires are being completed in all provinces and territories, 
full and complete answers will contribute to an accurate description 
of current developments in Canada. When the study is finalised, a copy 
of the entire report will be sent to you. 


I appreciate the imposition that this makes on your time. Where 
requested data are readily available in reports etc., and can be 
transcribed, you may prefer to leave this task for me when I am 
meeting the Deputy Minister on « At this tine, 
if it is possible, I would like to collect the two questionnaires 
which are both included in this package. 


If you have any concerns about these questionnaires, please write to 
the above address or phone me collect at 432-4906 (office) or 
435-4908 (home) -- area code 403. 


Yours sincerely, 


Robin J.Chapman 


Encl. 1. Basic Data Questionnaire 
2. Regional Office Questionnaire 
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THE UNIVERSITY OF ALBERTA 
EDMONTON, CANADA 
T6G 2E! 


September 1, 1973 


FACULTY OF EDUCATION 
DEPARTMENT OF EDUCATIONAL 
ADMINISTRATION 


Re: A study of Regional Offices of Education in Canada 


My letter of June 18-25 requested your support in conducting a study of 
Regional Offices of Education, involving the opportunity to interview 
you or your delegate. 


In order to arrange for interviews with every provincial Deputy- 
Minister and representatives of teacher and trustee organizations, I 
have had to plan a tentative schedule, a copy of which is enclosed. 


Could you suggest a suitable time for an interview? If the tentative 
time on the schedule is not convenient, nominate an alternative, 
otherwise I will be prepared to stop-over on my return trip or arrange 
another time at a later date. After receiving from you confirmation of 
my appointment for an interview, I will send you an outline of the 
questions to be considered. 


‘Thank you for your co-operation and assistance in completing this 
study. 
Yours sincerely, 


Robin J.Chapman 


Encl. Tentative schedule of interviews 
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THE UNIVERSITY OF ALBERTA 
EDMONTON, CANADA 
T6G 2E1 


FACULTY OF EDUCATION 
DEPARTMENT OF EDUCATIONAL 
ADMINISTRATION 


Interview Schedule l 


Interview with the Deputy-Minister of Education or his delegate 


Some of the questions that could be the focus of discussion are listed 
in the schedule below. They have been provided in advance of the 
proposed date for an interview so that you may consider them and perhaps 
raise other issues that you consider to be more pertinent in view of the 
extent of regionalization in your province. 


As a background for discussion, the Regional Office of Education may be 
briefly defined as: 

"A regional unit, smaller than the province, which exists primarily 
to provide consultative services and to exercise regulatory and 
inspectoral functions over local administrative units." 

kK 
1. What has been the rationale behind the introduction of Regional 
Offices of Education in your province? 


2. What do you see as the most important objectives for the Regional 
Offices? 


3. What do you see as the main benefits resulting from the operation 
of Regional Offices: 
(a) at the Department of Education level? 


(b) at the school level? 
(c) at the classroom level? 


4. What are the main problems at the Department level in establishing 
and operating a network of Regional Offices? 


5. Does the Department have any plans for the development of Regional 
Offices in the future? 
Can you predict any changes in the future role of the Regional Office? 


6. Other issues. 
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THE UNIVERSITY OF ALBERTA 
EDMONTON, CANADA 


ADMINISTRATION T6G 2E!1 


Interview Schedule 2 


‘Interview with representatives of teacher and trustee organizations 


Some of the questions that could be the focus of discussion are listed 
in the schedule below. They have been provided in advance of the 
proposed date for an interview so that you may consider them and perhaps 
raise other issues that you consider to be more pertinent in view of the 
extent of regionalization in your province. 


As a background for discussion, the Regional Office of Education may be 
briefly defined as: 

"A regional unit, smaller than the province, which exists primarily 
to provide consultative services and to exercise regulatory and 
inspectoral functions over local administrative units." 

ARK 
1. What do you think has been the rationale behind the introduction of 
Regional Offices of Education in your province? 


2. What do you consider are the main objectives for Regional Offices 
in your province? 


3. What do you feel are the main benefits resulting from the operation 
of Regional Offices: 
(a) for the Department of Education? 


(b) at the school level? 
(c) at the classroom level? 


4. What have been the major problems faced by teachers (and trustees) in 
their relations with Regional Offices? 


5. What changes would you recommend for the administration of Regional 
Offices in your province? 


Can you predict any changes in the future role of the Regional Office? ~ 


6. Other issues. 
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APPENDIX C 


BASIC DATA QUESTIONNAIRE 
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BASIC DATA QUESTIONNAIRE 


A Stupy oF REGIONAL CFFICES oF EDUCATION IN CANADA 


(Province) Department of Education 


Questionnaire completed by: (name) 
(position) 


(date) 


If possible, I would like to collect this questionnaire from you on: 


Robin J.Chapman 

Department of Educational Administration 
University of Alberta 

Edmonton, Alberta T6G 2E1 
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1. Present Organization 


a. 


Please provide an organization chart of the Department of 

Education. Where previously prepared descriptive statements are 

also available, these may help to clarify such a chart. 

Where field services or inspection of schools are provided by a 
system of Regional Offices, indicate their organization on a 
separate chart. (Such a chart may refer for example to the 
Associate Deputy-Minister, Director of Field Services, Regional 
Office Coordinators-Directors, etc.) 

Please provide a small map indicating the location of administrative 


regions in the province. 


Positions, Numbers and Salaries of Administrative and Supervisory 


Personnel 


(N.B. The confidentiality of items 2 and 3 is noted. Reference to the 


method of data treatment is contained in the covering letter.) 


ae 


On the sheet provided (Sheet 1), indicate the positions, numbers 
and salary range of head office personnel involved in the 
administration of Regional Offices. (For example: Associate 
Deputy-Minister, Director of Field Services, Administrative 
Assistants, Typists, etc.) 

Where a Regional Office system is established, a separate sheet 
(Sheet 2) is provided to list the positions, numbers and salary 
range for each region. Where possible, specify actual positions. 
For example: consultants in language arts, audio-visual technicians, 
typists, etc. 

If a list of Regional Office personnel and their qualifications is 


available, please attach a copy. 


3. Budget 


ae 


b. 


What is the total amount budgeted for Regional Offices, Field Services 
or Inspection Services for 1973-74? 

$ 1973-74 

Where a general statement of the budget is available, such as in 


an Annual Report, please attach a copy. 
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4. Clients 
On Sheet 3 indicate for each region, the numbers of school 
jurisdictions served, schools, teachers and pupils. Where the 
approximate area of each region is known, include this figure in 


column 2. 


5. Objectives 
Where they are readily available, could you provide a copy of any 
statement, position paper, memoranda or extract from a report which 


sets out the objectives for Regional Offices in your province? 


6. Legislation 


What specific legislation controls the administration of Regional 
Offices? If possible, please attach copies of related Acts, Regulations, 
etc. 


Legislation: 


7. Availability of Programs and Services 
On Sheets 4-8 check(/) the extent to which the programs and services 


listed are currently available through a system of Regional Offices. 
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APPENDIX D 


REGIONAL OFFICE QUESTIONNAIRE 
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REGIONAL OFFICE QUESTIONNAIPE 


A Stupy oF PeGIoNAL CFFICES OF EDUCATION IN CANADA 


(Province) Department of Education 


Questionnaire completed by: (name) 


(position) 


(date) 


If possible, I would like to collect this questionnaire from you on: 


Robin J.Chapman 

Department of Educational Administration 
University of Alberta 

Edmonton, Alberta T6G 2E1 
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ESTABLISHMENT OF REGIONAL OFFICES 
The Deputy-Minister has already outlined the rationale for Regional 
Offices in your province. What planning procedures were involved in 
their establishment? For example: Was an analysis of needs 
completed? Were professional organizations and lay members of the 
community involved at any stage? 


Please elaborate: 
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B. GOVERNANCE 
The Regional Office of Education has been regarded as involving 


several concepts simultaneously. It is: 


An intermediate unit, in the sense that it is specifically 
established and designed to function between the state 
department and the local administrative unit, serving both 
agencies; 
A state agency,in the sense that it is an extension of the 
S.D.E.(State Department of Education] and that it must 
perform regulatory functions as an arm of the state; 
A service center,in the sense that its main orientation and 
purpose should be chiefly for the provision of services to 
local administrative units; 
A regional-based agency, in the sense that the officials in 
charge are encouraged to adapt programs and services to more 
nearly meet the specific needs of the broad-based socio- 
economic community they serve and to involve their various 
clienteles in these program adaptations. 
Nault, Aimé 

1970 The State Education Department Regional Office. 


A Technical Report. 
i ra kt 


What is the relationship of the Regional Offices in your province 


to the Department of Education? 
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C. OBJECTIVES AND FUNCTIONS 
1. There is a divergence of opinion on the major objectives of 
agencies such as the Regional Office of Education. Morphet and 
Jesser (1971:21) state: 


There is strong agreement, however, that the primary 
orientation of the regional agency should be toward service 
rather than toward regulation. There seems to be no reason 
why branch offices cannot be made to be service oriented 
with little or no regulatory responsibilities if there is a 
strong commitment on the part of the state department of 
education to do so. 


Some of the functions that can be ascribed to Regional Offices 
are defined below. 


Administrative Function:i.e. the Regional Office acts as a 
"branch office" for the Department of Education in 
disseminating and collecting information and in performing basic 
clerical tasks. : 
Developmental Function:i.e. the provision of programs directed 
primarily at the development of school personnel by means of 
workshops, seminars and regional conferences. 

Inter-Agency Cooperation Function:i.e. shared use of resources 
and formulation of policies for the region in cooperation with 
other government and non-government agencies. 

Monitoring Function:i.e. the Regional Office acts as "the eyes 
and ears" of the Department in keeping it informed about 
educational developments in various regions of the province. 
Regulatory-Evaluatory Function:i.e. ensuring that school programs, 
teaching and school administration meet required regulations 

and expectations. 

Service Function:i.e. specialized services which can be provided 
more efficiently, effectively and economically than can be 
accomplished by individual school districts. 

Other Functions (please define briefly): 


Directions: 

(i) On the following page, rank the above functions in order of 
importance (No.1 most important etc.) by writing the function 
in the space provided, and briefly state some reasons for 
your decision. 

CTD) Indicate their importance within the total framework of 
Departmental policy by circling the appropriate number 


in Column A. 
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Reasons for Importance: 
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Reasons: 
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Reasons: 
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Reasons: 


Function 


Function 


Function 


Function 


Importance 
Importance 
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5. 
Function ied) 2 3 4 
Reasons: 
Function i y 3 4 
Reasons: 
Function 1 2 3 i 
Reasons: 
Function iL Pa 3 4 
Reasons; 
Function 1 2 oY as) 4 


Reasons: 
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2. Communication 
a. How do teachers, principals and superintendents request the 
services of Regional Office staff? (For example: are all 
requests for consultative service channeled through the 


superintendent's office?) 


b. To what extent are advisory groups used to facilitate 


communication between clients and the Regional Office? 


3. Estimate the percentage of resources (financial and human) 
allocated to the various functions listed in Question C l. 
Function Percentage 
Administrative 
Developmental 
Inter-Agency Cooperation 
Monitoring 
Regulatory 
Service 


Other (specify): 
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D. FINANCE 


What provisions are made for the financing of the operations of 


each Regional Office? 


E. STAFFING 
1. What qualifications are required for appointment as a Regional 


Office consultant? 


2. What are some of the allowances and benefits provided for 
consultants? 
(i) Study leave: 
(ii) Travel allowance(rate, maximum mileage): 
(iii) Travel to conferences: 


(iv) Accommodation(rate): 


(v) Other(please specify): 
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3. To what extent is there cooperation and interchange between 
Regional Office personnel and university, other tertiary 


institutions and professional organizations? 


4. Approximately, what percentage of the budget is allocated to 
Regional Office staff development? 
h 


Further comments: 


FP. PHYSICAL FACILITIES 
1. Are the physical facilities that exist in each Regional Office 
adequate for the provision of programs and services? 
Yes No 


es 


Further comments: 


2. Are there any parts of a Regional Office accommodated in 
separated locations? 
Yes No 


Further comments: 
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G. INTER-AGENCY RELATIONS 


The logic that supports the establishment of various kinds of 
regional service agencies with their emphasis upon cooperation 

and shared services also supports the desirability of cooperation 
among service agencies. Sharing of electronic data processing 

and in the collection of statistical information about regional 
characteristics seem to be among the initial areas in which inter- 
regional and inter-agency cooperation might prove profitable. 
(Morphet and Jesser, 1971: 23) 


To what extent have relationships been established by Regional 
Offices with other governmental and private agencies in the 
following areas? Check(/) the appropriate column and provide some 


examples where applicable. 


Areas Extent Examples 
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H. LEGISLATIVE STRUCTURE 
1. How much flexibility is there in the legislative guidelines 


related to Regional Offices? 


2. Are Regional Offices regarded as an integral part of the 


educational system? 


I. ASSESSMENT 
This final section focusses on the success and benefits of Regional 
Offices, and their problems. 
1. Benefits 
What benefits do you think have resulted from the operation of 
Regional Offices in your province? 


a. Benefits to classroom teachers and pupils 


b. Benefits to school administrators (e.g. principals) 


c. Benefits to central office personnel (e.g. directors, 


superintendents, secretary-treasurers). 
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d. Benefits to the Department of Education 


e. Benefits to other groups 


2. Success in decentralization of services 
How successful have the Regional Offices been in decentralizing 
some of the services previously provided by the central office 
of the Department of Education? Check(/) the appropriate 


column for each service. 


Success 


Services 


uccegsful 
tessful 


airides 
Deep I 


Providing consultative services related to system- 
wide programs Nhe 

Providing consultative services for ‘teachers ~ 
Interpreting Department of Education regulations 
EValuating, school systems." tte 
Evaluating individual schools 
Involving teachers in curriculum development 
Providing assistance in planning school buildings. 
Others (please specify): 
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3.Problems encountered in the operation of Regional Offices 
Rate the seriousness of the following problems which affect the 
operation of Regional Offices in your province. 


Seriousness 
Ie Due StH Aue oye 
Problems: A. Associated with Regional Offices a 
B. Associated with local school | As 
districts r=] oe og| oe 
C. Associated with the Department of fen sole ed a 
Education nO GO | HO FO | 
ry} ON | ON | ON | 
4} 204) VIG) > Aa | 


A. Problems Associated with Regional Offices 
Obtaining qualified professional personnel 
Developing courses of study and curriculum guides. 
Providing elementary curricular consultant services 
Providing secondary curricular consultant services 
Providing other special subject area services 
Conducting educational research__ “s 
Obtaining educational research findings 
Providing programs and services for 

exceptional children 
Obtaining financial resources 
Obtaining physical space 
Obtaining administrative assistance an 
Awareness of local school district needs __ 
Small student populations in areas served. ad 
Large student populations in areas served _ 
Distance and travel time 
Communicating with the Department of Education 
Communicating with local school districts 
Coordinating programs with the Department  __ 
Coordinating programs with local school districts 
Obtaining public interest and support. 
Developing long range planning and programs 
Providing library services 
Other (please specify): 
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Seriousness 


an a Sait oe 


B. Problems Associated with Local School Districts 
Obtaining qualified teachers _ a 
Providing elementary instructional ‘materials 
Providing secondary instructional materials 
Elementary curriculum 
Secondary academic curriculum. 
Secondary vocational curriculum___ : Pr ye 
Providing elementary guidance and counselling progs. 
Providing secondary guidance and counselling progs.. 
Small elementary class size 
Large elementary class size 
Small secondary class size 3 Je “ : 
Large secondary class size_ be yaaa. 
Developing courses of study ‘and curriculum ‘guides _ 
Providing elementary curriculum consultant services _ 
Providing secondary curriculum consultant services _ 
Providing programs and services for exceptional 

enatdren y= Merit ee as 
Providing in-service training programs for 
professional personnel _ 
In-service training programs for non- professional 
personnel S Ee aS. he es 


Conducting educational research Latah 
Obtaining educational research findings _ 


Providing audio-visual programs and services, 
Providing health services and programs 28 
Obtaining financial resources. ; Be 
Obtaining physical space 4 ae “al - 
Providing transportation programs. 

Providing custodial and maintenance services _ 
Developing school policies_ 
Orienting school board members 
Obtaining administrative assistance 


Obtaining secretarial and clerical assistancess. 1. 
Obtaining public interest and support ___ 

Maintaining teacher-administrator-board relations. | i ee 
Providing administrative ‘services: ee. mt | 
Providing business management services 


Providing adult education programs _ hitzmiz 
Developing long range planning Pee bol ha 


Other (please specify): HH 
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Seriousness 


- Problems Associated with the Department of Education |1. 2. 3. 4, 
Obtaining qualified professional personnel. 
Developing courses of study and curriculum ce eee | 
Providing elementary curricular consultant services ea 
Providing secondary curricular consultant services__ 
Providing other special subject consultant services_ 
Conducting educational research oe eee a 
Obtaining financial resources 

Dicatiing pnysical space wo i) 
Obtaining administrative assistance ¥ 
Awareness of local school district needs. 
Dectanceand travel time... ... ieee: 
Communication with local school districts ‘ 
Coordinating programs within the Department __ 
Coordinating programs with local districts __ 
Obtaining public interest and support 
Developing long range planning, 
Other (please specify): 
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APPENDIX E 


SELECTED ALLOWANCES AND BENEFITS PROVIDED FOR 


REGIONAL OFFICE PERSONNEL BY PROVINCES 
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APPENDIX F 
REORGANIZATION OF THE REGIONAL SERVICES OF THE 


MINISTRY OF EDUCATION, ONTARIO 
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Ministry Mowat Block, Queen’s Park 

of Toronto, Ontario 

Education M7A 1L2 1973-74 
No.cC 


MEMORANDUM TO: DIRECTORS OF EDUCATION 


SUPERINTENDENTS OF SEPARATE SCHOOLS 


SUBJECT: RE-ORGANIZATION OF THE REGIONAL SERVICES 
OF THE MINISTRY OF EDUCATION 


Introduction te 


As you are aware, following the restructuring of 
the Central Office of the Ministry of Education in March, 
1972, a review of the regional organization of the Hinistry: 
was undertaken. A task force composed of management con- 
sultants, Ministry personnel and persons named by local 
authorities, supported by a representative advisory 
committee, spent over a year examining the structure of 
the regional offices and the relationship between those 
offices and rthe central administration) of ithe Ministry 
on one hand and local authorities on the other. The - 
task force report has been under examination for some 
time. During that period we have tried to give attention 
not only to tne specific recommendations which it con- 
tained, but also to the underlying comments and criticism 
Whach..lead ts chose recommencations. Copies of the report, 
“Structure Yor Education Aczinistration — The Report of 
the Task Forces on Organizaticn, Hinistry of Education, 
Ontario", are available upon recuest from your Regional 
Office. 


The Report 


The Report contained the following recommendations: 


1) the continuance of the regional offices on a reduced 
scale; 


2) a clear delineation of responsibilities between the 
regional offices. and.locale school. boards, 


3) a restructuring of each regional office so as to 
ensure botha more effective linkage with the central 
office and more appropriate service for local authori- 
ties; 


bh) greater authority for regional offices so that they 
maycarry out their responsibilities in the three 
major areas of curriculum services, supervisory 
services and school business and finance; 


5S) more extensive co-operation between and among school 
boards, particularly in the provision of consultative 
Services; 


6) a closer relationship between the regional offices 
and local boards on the one nand and other members 
of the educational community, such as faculties of 
education and the regional offices of the Ontario 
Institute for Studies in Education, on the other. 
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General Reaction to the Report by the Ministry 


The Ministry has, after considerable deliberation 
and testing of reactions, come to the conclusion that, in 
order to achieve effective co-operation, it would not be 
practical, at this time, to establish fourteen co-operative 
education service units across the Province, as recommended. 
In our opinion, this would, in both appearance and reality, 
add unnecessarily to the levels of management bureaucracy. 
Nor, it has been decided, will the number of regional offices 
a reduced to the recommended Six ae this SEN hg point 

n time. 


We have accepted, however, the basic proposal 
that the scale of operation of regional offices must be 
reduced. Fven more important, we endorse with enthusiasm 
the spirit of co-operation which is promoted within the 
report? “Ciearly, a*more -efrective relationship among all 
members of Ontario's educational community must be fostered 
if better results are to be obtained. Toward this end, the 
following steps are to be undertaken to restructure the 
operation of the regional offices of the eer 6 of 
Education. 


Structure 
Ne Se ee eee 


The immediate reduction to nine office locations 
lished through the amalgamation of the West 


will be accomp 
Central Ontario and East Central Ontario offices, effective 
January 1, 1974. The new regional office for Genera 


Ontario will serve the total geographic area included 
within the former Regions 7 and 8. It will’ be located 
at 2025 Sheppard Avenue East, Willowdale, Ontario. 


Effective September 1, 1974, all regional offices 
will adopt a new mode of operation. 


Each regional office will function in three 
operational areas -— Curriculum Services, Supervisory Services, 
and Grants and® fitiancial Services. 


THe! scope’ and Nature”’of the ‘consuitative ‘services 
to be maintained will be determined on the basis of a 
co-operative needs-assessment exercise to be carried out 
within each reeional office as soon as possible. The 
Regional Director in each region will organize, through 
the Rezional’ education Council, a series of “meetings: in 
order to assess the needs of the region for consultative 
services. The Council will then develop a co-operative 
plan to meet those needs within the limits of available 
resources. The major objective of this exercise will be 
to ensure the fullest utilization of the talent available, 
the avoidance of duplication of effort, and the attainment 
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of the best possible results in the fields of supervision, 
curriculum services and school business and finance. Within 
the Mintstry, this co-operative undertaking is clearly 
regarded as the most important aspect of the new approach 

to regional needs. 


As part of this co-operative needs-assessment 
process, spokesmen for faculties of education and regional 
of ftces Tom theiimudrio- insti tute. for Studies in Education 
operating within the region will be included in the planning 
exercise. 

The broad involvement which characterizes this 
approach should ensure that we effectively meet the 
aqdifferentiated ‘needs within eacn region for consultative 
services. “Without prejudging any final arransements, it 
is anticipated that, over a period of time, the consultative 
services of the Ministry will be maintained at a fairly high 
level in Northern Ontario but reduced significantly in 
Southern Ontario where local resources should be sufficient 
to meet most requirements. 


Function a 


A basic underlying principle of the reorganization 
is ta give regional offices the authority to make effective 
f ie i ’ 
decisions at the regional level which will more closely 
Pewtes. tne diverse needs.of local school boards and the 
hence To facilitate such decentralized decision-making, 
each rerional office will be responsible for provincial 
policy delivery in elementary and secondary school education 

and for dealing with matters of operations and Soe 

relative to local scheolnjurdscictions, 


Specifically, the new Regional Offices will, 


1) interpret Ministry policies, programs and guidelines 
to ali boards: 


2) establish regular, on-going contact with school boards, 
schools and: school cersonnel, in order to achieve 
enlightened sensitivity to the needs of elementary 
and secondary school education in tne region; 


3) develop with local board personnel, expert requirements 
in the areas of curriculum development, school organiza-— 
tion, system evaluation, management, and grants and 
finance; 


4) assume final responsibility for the issuing of innovative 
course approvals; grant and building approvals; and the 
application of the Acts, Regulations and guidelines; 
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5) maintain an evaluation and interpretation strategy in 
co-operation with school boards which will determine 
the impact of Ministerial policy, programs and guide- 
lines and which will keep the Central Office of the 
Ministry aware of policy needs; 


6) maintain effective liaison with other regional govern— 
ment services in the social policy field; 


7) act as the communication agent of the Ministry to 
school boards in the matter of Ministry publications; 


8) co-ordinate educational research activities of the 
Ministry, in the regions. 


To move towards the realization of the objectives 
established for the regional offices, Ministry personnel 
will carry out their assignments by relating freely to the 
scnoolwosystems.in.the region. They will as required, 
initiate visitations and consultation with the trustees, 
teachers and school officials concerned. 


Personnel 


The Regional D 
resvens bile Lo.the Assis 
Administration Division. 


Beactorm tor each, region Witt” be 
nt Deputy Minister, Education 


cies 
I OSs 
— 
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Each. Regional, Director will ‘be given a clear 
mendate jto, attain,,.within the merion he serves, the degree 
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of co-operation between the Ministry and each local authority, 


as well as among local authorities, that was envisaged by 
Ghewtask force... Further, each Regional Director will be 

held accountable for the successful imolementation of the 
new repionad) services.desicn. 


The Regional Director will. be assisted by . 
co-ordinators, one for each of the service areas mentioned 
above. Eacn co-ordinator will have a functional relation- 
anip gebth the enprooriate Branch Direccor in tne Central 
Office but will be accountable to the Regional Director 
for operations within the region. 


The creation of the new Regional Office structure 
and operating mode will clearly demand new skills and 
expertise in Ministry personnel. To ensure that the 
Ministry has the opportunity to develop and secure these 
skills and expertise at the outset, an intensive training 
program will be undertaken by Ministry personnel. 
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It will be appreciated that incumbent Regional 

Directors within the present organization model will bring 
to the re-organization activities a wealth of experience 
as they move to achieve successfully the accountability 
demands now being placed upon them. 


Because the position of co-ordinator mentioned 
above is new, an intra-Ministry competition for the new 
co-ordinators will be held in most regions. All employees 
of the Ministry will have an immediate opportunity to apply 
for these positions. In the normal course of events, when 
there is an opening for the position of Regional Director,. 
an open recruitment policy will apply. This policy will 
also be followed when professional recruitment is required 
following the initial developmental phase of the re-organ- 
ization. 


Subsequent memoranda will be addressed to the 
matter of professional development. 


It is recognized that the staffing of the new 
regional offices will be dislocating to some employees 
Bes working in regional offices as program consultants. 

t is clear also that the type of budget design.described 
later in this memorandum and the new mode of operation will 
reduce the staff of the present regional offices to a con- 

iderable cegree over the next few years. All such adjust- 
Ments wwii prohecourse, dbercarried loutiwith due regard” ror 
the indivicuals involved. It must be recognized, however, 
that it will be necessary f the Ministry to continually 
change its structure to meat the conditions present within 
the Province. In this way all who are concerned about the 
quality of education in Ontario can be assured that personnel 
serving the Ministry represent the best in creative and 
effective educational leadership. 


Financing 


The dollar amount allocated within the budget of 
the Ministry for regional services for 1973-74 will act as 
the absolute ceiling for the operation of the new regional 
offices over the next three to five-years. There will be 
no increase in funds for regional services during that 
period. Any increases in costs resulting from inflation 
or other sources will be absorbed within the cost ceilings 
represented by the 1973-74 allocation. Such action can be 
taken as a clear indication that the Ministry not only 
intends to practise restraint in spending, but at the same 
time recognizes the fact that the overall scale of our 
operation must be curtailed to be replaced by a new co- 
operative approach. 
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Through the regional planning sessions the 
Ministry of Education, in company with school boards, will 
make the difficult but necessary decisions of scale and 


priorities required by this ceiling approach to the financing. 


of regional services. 
The Central Office 


if, as anticipated, the regional offices are 
successful in establishing co-operative action and imole- 
menting the new regional services design, this will have 
considerable impact in reducing the amount of guidance and 
S@rvicestrequiredefrom*thetCentrabl Offreeveficthe Miniistry. 
in contemp Latton*6resucheresults? theuscringentrscontro sof 
complement which has been in effect within the Central 
Orficerot the Ministry foretheflast twotyears whl (continue. 
Once the effects of regional reorganization are evaluated, 
however, it is anticipated that reductions can be undertaken 
at this level as well. 


Conclusion 


The Ministry of Education has a responsibility to 
te and interpret provincial policies and programs 
tion, for evaluating their effectiveness and for 
road ’ass®#stance tofschoo® boardssieThis respon— 
been described clearly in the Task Force. ~ 


"There must be a clear recognttton that, tn 
Organization terms ’and in aceton,ethe responstbr lity efor 
local policy development and for the delivery of programs 
of education has been decentralized and delegated to local 
school jurtsdictions - to scnool board trustees, to board 
offitetals, to senool prinetpals and to teacners. This 
decentralization does not imply abdticatton dy the Mintstry, 
but rather that’responstbility ts shared in an essential 
untty of purvose. The Ministry must provide strong leader- 
ship, tnnovative thinking, and a high degree of responsive- 
ness to the educattonal environment of the Province. 


eee eee we we ww we es ee eee 


Inherent in the Reports of the Committee on 
Government Productivity ts the requtrement that government 
become closer to the people of the Province tn order that 
decision-making and achievement of objectives be facilitated 
through interaction and feedback of tdeas. It is tmposstble 
to envtstion the Mintstry of Educatton being sensitive to the 


diverse needs of the Ontarto educational system tf tt vere to 
centralize all of its operations in Toronto. The fundamental. 


issue for Regional Offices of the Ministry ts not whether 
they should exist but rather how they should be structured 


tn the future. ; 
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A major premtse tn devereseaa the recommended 
atructure has been to differentiate clearly between 
provinctal poltcy development and school policy and program 
delivery. Within the educational system in Ontarto, the 
first clearly falls within the jurisdiction of the Ministry 
of Education while the second, with some exceptions (e.g., 
provincial’ schools), ts the responsibility of the school 
boards. 


Ifthe Ministry of Education is to devetes sound 
provinctal poltctes for education, tt requires research 
capability, tt requires evaluation of provineral needs 
with input from school boards; tt requires a capacity to 
develop programs and guidelines of education wnich are 
consistent wtth the policies of the Ministry, and tt 
requtres a means of evaluating the Province-wide effeetive- 
ness of these polictes and programs. 


Within the polictes, programs and gutdelines 
established by the Uitnistry, the local untts of admtnistra- 
tton are responsible for developing local polietes whicn 
will provide quality education for their students. They 
are resvonstble for the curriculum in thetr schools, for 
the provistw of spectal services, for the employment of - 
the required resource skills and for the efftretent 
operation of thetr system. This suggests two distinct 

mes ae organtzation «nr the educational system - 
the Mimestry+and tne local _uwitttsvofeaamentsetratton. 


It ts essenttal that there be a strong untty 
of purpose betueen these tuo components, and that there 
be an effective integrating meenanism between provincial 
policy development and local policy development and program 
delivery. 


Our concept of Regtonal Offices ts based on the 
principle that the responstbtlity for provincial poltcy 
delivery and the responstbtlity for dealing with matters 
of operation and administration relative to school jgurts- 
diettons must, to the greatest extent possible, be delegated 
to Regtonal Offices of the Hinistry. A Regional Office must 
be recognized as a responstble and responstve arm of the 
Hintstry in the freld. It must be given sufftretent autnority 
to make effective and expeditious dectsions close to the 
potnt of reaction. 


These offices must be responstbdle for clearly 
communtcating and interpreting the polictes and programs 
of the Ministry to tne sehool boards in their regions. 
They must be responsible for interpreting curriculum 
guidelines, developing skills in the process of curriculum 
development and approving innovative programs. They must 
be delegated greater authortty over buaget approvals and 
capital programs. They must be responsible for cont~ pnually 
evaluating the needs of education in their regton and being 


sensitive to the untque requtrements of each school board 
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in thetr regton, and continually assessing the effectiveness 
of Hiuntstry polictes and programs through observing their 
impact at the board level.” 


The review of the role and structure of the Ministry 
of Education has been a relatively long-term exercise which, 
clearly, is not yet complete. In the main, however, as a 
result of the observations and insight of many people who 
have. been consulted, the exercise has led and will. lead to 
a number of changes that are intended to improve educational 
administration in Ontario and to have a positive impact upon 
tne whole educational system. Tnis latest step, the restruc-— 
turing of regional organization, is viewed within the Ministry 
as offering new and important opportunities for effective 
relationships to be established among all of those who work 
within the educational system of this Province and who strive 
for.a program that offers quality education on an equal besis 
to, 411... The opportunity mow Lies before us to meke significant 
progress and we look forward to your full and effective co-op~ 
eration to accomplish the goals tnat have been set. 


Over the next few weeks you will be invited, as 
indicated, to participate more directly in destussions at 
your regional office as to now these plans move ahead. 


Deputy Minister of Education. 


November 16, 1973. 
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APPENDIX G 
FORMATION OF THE REGIONAL BUREAUX GENERAL DIRECTORATE, 


QUEBEC, 1968 
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Le ministre de l’Education, M. Jeaan-Guy Cardinal, 
direction générale des Durcaux réqioncux cu ministére de (Education. Le Adinistére 
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-de favoriser Ic participation de !a population a fa réforme scolaire d’autre part, 
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e ae. 4 —- = . ° . 
entrepris, @ I’cutomne 1566, aan de neuf bureaux régionaux correspondan$ 


Gux régions économiques du Ouebe 


ERAS £ > 
Les bureaux rewionaux forment une nouvelle direction 


générate Cont !¢ cirecteur est M. Jean-jacaues Berce- 
ron; fes adjoints. MM. C.W. AMfcCuliogh et René 
Montpetit; le secrétaira, M1. Gérard Baril. Le 
principale <éche de cette direction générale est 
favoriser la communication entre les neuf bure 
régionat les directions cénérales, les services 
ministére de Ecucaticn et la population 
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participent a sia abels Ah tes Gifferents groutes inté 
ressés per le rencuvezu pécaxozique, en wue de créer 
des atehers ete dans chaque Ecol et Ce les 
assister dans 26; heation du Régiement No 1. Pari 
KS multip: es taches Gue doivent effectuer les en eaux 
rézgionaux, citons: l’organtsation des ex ae 2s 
éléves réguliers, organisation des examens pour les 
Wces, 1a Certiicdaticm. ces indies, sa Suoer. sion 
Ges cours aux aduites et de l'éducation populaire, Ja 
PCOn toc OP wu ito cmon OCs Defers Ces oemime. 


ments de parents ou de narents et de maitres.: 

Chaque bureau rézional grouce 
professionnel comaosé de snéciaiistes 
Yéducation, d'agents de oestion 
d'ingénieurs spécialisés en equipement. 
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Orocnismes de liaison 


Les Dureaux régionaux sont donc, en queique sorte, 
la présence Cu ininistere de l’Education Gans chacune 
Ges régions économicues. sont €gaiement .ces 
Organismes de itaison entre 1a copulation. ta clientele 
€tudianie. tant ceiie de “aes iTancaise OMe Celle de 
langue anglaise, tes institutions @enseigrement du 
“RCS cOine, tes nf com asertd sotio-EconvuiniGues. les eami- 
Nistrations scoizires 2 tous es miveaux ct le minmsies 
Ge bP EGueation. 
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HESDO-2DUCATION reproduit ci-aores, 
titre documenteire, les principaux pazseges # 
de la décleration faite par de 
VEducation, M. Jean-Guy Cerdinal, & l’occa- 
sion de ta nomination officielie des dizecteurs 
*: des bureaux régicnaux de son ministere, la 6 
: juin dernier. 
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le ministre 
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«Dans une récente allocution prononsée devant 
l’Association ces 2 professeurs de V’université ce Mont- 
réal, a Mont-Gabriel, je déclarais aue st YEtat mo- 
derre centralise la définition des cbjecti?s et fa prise 
de Gécisions fondamentales, cet Etat doit Gs-entra- 
licer Variministration et les décisions rmnaires, 


J’ajoutais que le gouvernement, medcerne Coit ceve- 
nir un chantier ce recherche et~de pianificauca cui 
laisse aux collectivités locales, aux entrepzises pudli- 
ques et privées, conseils scolaires et aux réseaux 
denseignement, bref aux organismes qui torment la 
base et qui constituent l'essence 
le soin @’administrer et de prendre d'une 
nome les décisions qui s appliquent a des 
régionales et particuliéres dans le cadre de 
générales et zlobales. 

D4s Vautamne 1966, Ja mise en anniication de cas 
orincipes directeurs prenait piace ait minisiere Ge 
lEducation aiors que débutaitc ce f2 gon ofiicette 
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Tactivité Ges bureaux régionaux, répartis cans neuf 
régions acministratives : Rimouski, raulesive, Chi- 
‘coutimi, Québec, Trois-Rivieres, Hull. Sherbrooke, 
Montréal et Nord-Ouest Québécois. 

La cémocratisation de notre systéme d'ense!gne- 
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(Cedation de...) 

Notons en passant que la plus grande partie de la 
-clientéle de fancue anglaise se trouvant dans !a région 
de Montréal, les spéciatiste: de lanme anclaise- font 
partie du bureau rézional de Montréal. Toutefois. 
leurs services s‘étendent, se!on les besoins, 2ux popu- 
lations ans!ophones Ges terr:tcires des autres bureaux 
régionaux, par i intermediaire des directeurs de chacun 
des bureaux. . 

Afin de faciliter une communication rapide entre 
les bureaux régionaux et le ministere de l’Education 
& Québec, un ré:c2u ce téléscripteur ree les neuf 
bureany rorienauy 2u Minictére, Ainsi, arace 2 ce 
systime Ge communication, ie punitc peur ootenir 
Tapidement des intormaiions sur le systéme scciaire 
en communiquant par iéi¢phone avec les bureaux 
régionaux, lesquels communiquent directement avec 
le Ministre. 

Les bureaux régionaux ont été établis selon la 
carte administrative du minisiére de Vindustrie et du 
Commerce et jie Conseil! d’Orientation. puoli€e en 
jenvier 1966. A Vintérieur ce ces zones économiques, 
le Ministére a établi un bureau régional soit dans la 
métropore régionale, soit dans une viile importante 
Ge Ja région. 


(HESDO-EDUCATION renroduit ...) 

les éléves et les étuciznts. les acoles et les colleges, les 
parents et les enseignants, les administrateurs scoiai- 
res et les groupes sccio-économicues. 

La participation dune trés large partie de la popu- 
lation et de tous les intéressés 2 la chose scolaire, que 
ce soit en terme Gindividus ou Ce groupes, nécessite 
une <zction immédiate qui doit se traduire par léta- 
blissement au niveau réz.onal de structures soupies 
et articulées ce facon 2 offrir um éventail de services 
administratifs et techniques. 

Les bureaux régionaux n'ont pas été mis sur pied 

- pour minimiser ou affaiolir les structures deja exis- 
tantes. Ils ne constituent pas un palier d’administra- 
tion visant A remplacer les commissions scolaires 
'ocales, les commissions scolaires régionales ou les 
corporations des colléges d’enseignement généra! et 
professionnel. 

Bien au contraire, ce réseau de bureaux 2 !a parti- 
culiére responsabilité d’assister les organismes de 
gestion scolaire afin qu'ils deviennent ces plus en plus 
efficaces, de plus en plus autonomes, en jouant auprés 
d’eux un.rdle dinformation, d’animation et de 
conseil. 

L’évolution de notre systéme d’éducation exige une 
information constante et facilement accessible. Je 
crois que c'est le premier role ces bureaux ce rendre 
disponibie, a tous les usagers du systéme, une infor- 


avec les organismes du milieu, devrait également étre 
un centre d’analyse_constante -des—besoins—cenos 


clientéles. : 


La participation des différents groupes 4 Ja réfor- 
me scolaire, le renforcement ces structures locales et 
régionales, la mise en place d’organismes consultatifs 
a ces différents niveaux nécessitent des moyens de 
communications modernes. Par l’animation, le 
bureau régional aura a faciliter l’étabiissement de 
lignes de communications entre les groupes et les 
Organsmes iocaux et rcgionaux, chtie css Cemies 
et le ministére de l'Education. 


En plus des taches essentielles c’information et — 


d'animation, le bureau régional aura 4 jouer un rdle 
de conseiiler extrémement important sur les plans 
administratifs et techniques. Sur ces deux plans, la 
politique ce déconcentration s'effectuera progressive- 
ment mais le plus rapidement possible. 

Létablissement des bureaux régionaux a aussi 
pour but d’assurer, au niveau Ge chacue territoire 
régional, ia collaboration et la coordination néces- 
saires entre les ministeres, tout comme cette coilabo- 
Tation exisie déia a Québec 

Dans cette optique,-rappelons un évsnement 
wAmenr coir ia ciqmaturs fe Ventente générale ne con 


pération sur la realisation du plan de développement 
ce la région du Bas Saint-Laurent, de ia Gaszésie 
et des Iles-de-la-Madeleine, aqui a donné lieu A la 


* création ce la Conférence administrative rézicnale, 


Cette structure régionale de coordination réunira les 
directeurs régionaux de onze ministéres québécois 
impliqués dans l’exécution du plan. 

D’a2utres ministéres ont déja mis sur pied une 
politique de régionalisation de leurs services ou sont 
sur le point de le faire. Comme le minisiére de 'Edu- 
cation a commencé a mettre au point des projets de 
programimes conjoints dans les domatines o% ii est 
soukaitable d’établir une coordination des activités 
el un partage des responsabilites respectives, il est 
raisonnable despérer que cette collaboration se trans- 
posera au niveau des centres régionaux. 

L’annonce, aujourdhui, de la rnominaticn des 
directeurs des bureaux régionaux du ministére de 
l'Education vient concrétiser dans les faits ces énon- 
cés de principes. La nomination ce ces Cirecteurs 
est la premiére d'une sere Ce mesures visant 4 four- 
nir aux administrations locaies, dans le cadre dune 
politique de décentralisation, tous les outils néces- 
Saires pour accomplir efifcacerent leur réle. 

La constitution de bureaux récionaux entrainera 
un rapprochement certain entre le %[inistere et len- 
semble de la pnpulation. il est a espérer que l'appli- 
cation progressive de cette pelitique de cécertsali- 
sation permette a cnacun ce comnrenare le rdie exact 
qu'il a a jouer et d'assumer intégralement les respon- 
sabilités qu'il détient dans la vie quotidienne de notre 
systéme scolaire >» 
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APPENDIX H 
BRIEF ON THE REORIENTATION OF THE 


REGIONAL BUREAUX, QUEBEC, 1970 
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APPENDIX I 
STATEMENT OF OBJECTIVES, PROGRAMS AND ACTIVITIES 


FOR REGIONAL BUREAUX, QUEBEC, 1971-72 
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7. OBJECTIVES: 


—To promote the development of education in the 
regions by helping the centralized and decentralized 
bodies of the Department of Education improve the 
scope, quality and efficiency of educational services; 

—To offer administrative and technical services and 
assistance to school administrations; 

— To work with regional socio-economic planning 
bodies; 

— To maintain close ties between the Department of 
Education and the public. 


6. RELATION BETWEEN CBJECTIVES AND 
PROGRAMS: — 


In 1970, the Regional Bureaux Service undertock a 
siucy of the revision of its role in order to propose a 
cieerer orientation of its programs. On November 4, 
41570, 2 brief addressed to the Minister of Education on 
TS recres yarn of the recional bureaux specified the 
icur Main functions of the Pegional Bureaux Service: 
Agm enlsieave extension, 
* Pecasogic development; 
> information and communication; 
° Fegenal socio-econcmic se dul 
From November 1970 to January 1972, administrative 
extension DORs Pah acd se a large part of the energies of 
the regional bureaux. This was carried out by the pre- 
paration of egreemenis between the Regiona! Bureaux 
Service and the various branches of ihe Department. 
The puroose of each agreement was io identify the 
Heep iies and ihe duties of the ceniral bodies and 
the regional bureaux, to ensure better communication 
between ie two and the public, and to offer technical 
assisiance to ihe decentralized bodies in a more effi- 
cient manner. 
The creation by the Government of regional bodies for 
socio-economic development compelled the Depart- 


ment to participate in regional planning. The regiona! 
bureaux are thus called upon to participate in regional 
csv aCe pment within the framework of - ‘regional admin- . 


ive conferences, regi ional planning missions and 
imierc i imental seminars. 

25 to maintain close ties between the Department 
ducation and the pubtic in the regions, the regional 
bureaux have established information and documen- 


tation centers in accordance with the systematic devel- 
opment of information and communication services. 


9. 1971/1972 PRIORITIES: 


— Continuation of the extension of the administrative _ 


structures of the Department of Education in the 
regions; 

— Systematic development of information, communi- 
cation and feedback; 

— Consolidation of regional initiatives and their inte- 
gration into regional planning, coordination or con- 
sultation groups. 


10. PROGRAMS: 


10.1 Administrative extension of a group of three 
branches of the Department of Education with 


regard to the capital expenditures of the school 


boards; 

10.2 Administrative extension of the Elementary and 
Secondary Education Branch with regard to 
schoo! organization at the elementary and sec- 
ondary levels; 

10.3 Administrative extension of the Elementary and 
Secondary Educaiion Branch with regard to the 
Measurement and Evaluation Service; 

10.4 Administrative extension of the Finance Branch 
with regard to the financial analysis of the budgets 
and the financial statements of the school boards; 

10.5 Extension of the Higher Education Branch with 
regard to teacher probation; 

10.6 Administrative extension of the Continuing Edu- 
cation Branch with regard to the organization of 
adult education at the regional level; 

10.7 Extension of the Management Branch with regard 
to the Labor Relations Service; 

10.8 Extension of the Data Processing Service with 
regard to the gathering of statistics; 

10.9 Regional planning and ST with regard 
to student services; 

10.10 Participation in regional development within the 
framework of regional administrative conferences 
and of regional planning missions end by the 
establishment of interregional and interdepart- 
mental seminars; 


10.11 Setting up of provisional councils and aid pro- 
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grams for the new school boards created by Bill 

27 regarding the regrouping of school boards; 
10.12 Creation and development of information and 

documentation centers in the regional bureaux. 


10.4 Administrative extension of the Eleman- 
tary and Secondary education, Equipment and 
Finance branches with regard to the capital ex- 
penditures of school boards 

The first agreement between the Equipment Branch and 


the Regional Bureaux Service brought about a sharing 


of the responsibilities pertaining to only one Branch. 
The advent of Bill 27, as well as a desire for adminis- 
trative efficiency prompted the Service to draw up a 
tripartite agreement concerning the Regional Bureaux 
Service and the Equipment and Finance Branches. 


When the multi-disciplinary teams of the regional bu- 
reaux and the directors of these bureaux met, it was 


decided that the agreement would bé updated to in- 


clude all the activities of the Elementary and Secondary © 


Education Branch with regard to movabies and immo- 
vables. 


Objectives: 
— In each region, to extend the services of the three 


branches involved in granting authorization to school - 


boards for capital expenditures; 


— To improve services to the school while permitting — 


the central administrative units to ensure better co- 
Ordination when faced with the many demands of 
the school boards; 

— To begin the first step in decentralizing this operation 
for ihe benefit of the school boards. 


Achievements in 1971/1972: 


— Study anc authorization of projects submitted by 


the school boards with regard to maintenance and 
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upkeep including minor and urgent repairs, to alter- 
ations not exceeding $25,C00. at the elementary and 
secondary level and to the purchase of furnishings 
and supplies at the elementary level not exceeding 
$25,000; 

— Study of the projects submitted by the school boards 
and preparation of recommendations to the branches 
concerned with the leasing of premises; the sale of 
property, alterations costing more than $25,000. at 
the elementary and secondary levels; constructions 
of buildings; the purchase of furnishings and sup- 
plies exceeding $25,000. at the elementary level; 

— Inventory of schoo! equipment at the elementary 
level. 


Projects: 

—To reevaluate the program so as ‘to permit a greater 
cecentralizaticn for the benefit of the school boards; 

—To update the inventory of school equipment: 

— To collaborate with ine Elementary end Secondary 

ducation, Ecuicment, and Finance Branches in the 

preperation c n of annual estimates for school 
eguioment for 2ii the school beards, which even- 
tuaiiy could !e2c ta pre-cetermined pians on 4 iwo, 
three, or five yeers Dasis. 


10.2 Adminisiretiva ext ension of the Elementary 
and Secondary Ed: on Branch wiih recard 
to schcol orcenization at the eiementary and 
seconcary levels 

The budgetary regulations of the schooi boards stipu- 
late that certain projects, having an influence on school 
organization, must be authorized by the Elementary 
and Secondary Education Branch to make them eligible 
fer budcet balancing grants. Since the creation of the 
regional bureaux in 1966, the Elementary and Second- 
ary Education Granch has always consuited, in an in- 
formal way, the regiona! bureaux on these questions. 
An agreement concluded in the autumn of 1970 has 
formalized such consultation. In 1971, the vocationai 
training service was included in the initial agreement. 
Objectives: 

—To extend the School Organization Service at the 
elemeniary and secondary levels in each region; 
—To permit regional adapiation of the criteria and 
standards set by the Elementary and Secondary Edu- 

cation Branch. 


Achievements in 1971/1972: 


— Stucy of the projects submitted by the schoo! boards 
and forwarding of recommendations to the Elemen- 
tary and Secondary Education Branch as concerns 
agreements between the school boards at the ele- 
mentary and secondary levels, agreements between 
school boards of diiferent confessionality, special 
transport, special courses, opening of kindergartens, 
the organization of vocaticnal courses; 

— Setting up of regional committees dealing with voca- 
tional raining. 


Project: 

— To evaluate the agreement to determine what could 
be decentralized at the level of the school boards 
and what could be regrouped on the basis of pro- 
grams. ; 


10.3 Administrative extension of the Elemer.t2 ary 
and Secondary Education Branch with regard io 
ihe Measuremeni and Evatuation Service 


The organization, coordination and supervision of ex- 
aminations in the regions were extended ever since the 
Department has composed tesis and examinations to 
evaluate pupils achievement. 

The sharing of the responsibilities and functions be- 
tween the central unit and the regional bureaux was 
specified in an agreement concluded two years ago. 
in September 1971, the regional bureaux accepted new 
responsibilities with regard to Cumuiative records and 
school reporis. The regional bureaux of Montreal and 
Quebec even have optical scanners to evajuate exam- 
ination resuits. 


Objectives: 

—To extend the Measurement and Evaluation Service 
to the elementary and secondary levels in each 
region; 

— To promote the application of the Measurement and 
Evaluation Service policies regionally by assisting 
the school boards in the fields of iniormation, dis- 
cussion, advice and control; 

— To ensure feedback by assisting the Measurement 
and Evaluation Service with counseiling and infor- 
mation; 

—To perform certain specific duties which can only 

.be done regionally, 
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within the framework of the 


342 


SIU itterntsinedoestll 
uhasos! loovioa.emiud dotendua. gizetne 8) to 
rare! att OF anewtetnnrmenes 13 Qhibuswiol be 
endo es Hoe ‘wabreswe Sine | 
“mle it 1h Rtrahd loagioe Ua Aoownd aMeMesiDS 
TOW hed Peas Mies! \retacane RAG Yeisen 
— NBR AOS IG ts gaueed: — a 

pratewoae to WYNSGS adewHS Iniparye Retest a == 
Pare UCD LTO lo-roitis Aggie etl 

“hsv diiw goles tPatbryran lovee 16 OU Qnitiqa—- 
~. AQNiat terendt 


biice tote atirnmeh of —,, ¥ olsuiave oT ~ 
Kknaod Martek ert ls tavel af fs, Wenitnthesah od ss 
-O1g Wb aiegd ott nn Daaarangen ag Rives tartw bap 
"aati 
Ss enIel2 @: T io ndienoteeovibevsininad €: ot 
UF SQet Hiw Acri2g sotigsuht yighoesed bas 
Sivas? noitsuiseS brs iInting weasel a} 
“NO To Adeineque bie nolleniinens tiem ens ad? 
orm goals va_s a 1S Siw oioloa) ond Hb oy weenie i Cait 
@ *naeimune bed atest beegones ced Hampyged om icing: 
MUAweitoe slow halve 
‘ed unviomd ban seitiajonsss eit fe gritads oT 
sy »eapid tefuines ect tee Ato deep ad ew! 
CGS giney Chul Hiatiiiona miesik ne ed bellows 
wa beease xceuvue | bay fehl uy ter \esmalged ql 
bra: ees 01 titiglutnus Y ct Baspee etrw Ae Llarregaen 
_ OSTA th Meare lenouigh aff | | eSqey, leaeloa 
eit Rear Of Qvermane Testino dvs Have Seqauh) - 
Bveorneieal 


_seavieoatio ” 
Sons pees bras y Hamvewnge: att biahng,.gT my 
foes om glawel yisbrogse oe ypeansmibit exif op 
ogee 

brs nenrmupsolt grit ly odtexiggs got Wicrton OT 
Pete yt On xsiglog ts: ootmntes 
“2:8 ROUTER Te) dota toma en given lopdise ear” 
JOOS Ofewiivbe giagan 
ree aaah scl pnitibes yvdtondtes? oust ah a0 
20in! tev pl vita iw cole mre a eee 
funtion 
(no nes dole exitib onoaae raps ymoheg aT 
nT IQ Sowers Os ARIY \vilnowie ghgd ad 


ve \ 


application of the policies and the procedures of- 
the Measurement and Evaluation Service. 


Achievements in 1571/1972: 

— Organization, information, coordination and super- 
vision as concerns examination policies; 
— Implementation of two Computer Centers for evaluat- 
ing examination results in the pauces and Québec 
regional bureaux. 


Projects: 

— To help set up the cumulative record and the schcol 

_ ‘report; 

— To help elaborate guidelines with regard to the cu- 
mulative record and the school report. ‘ 


10.4 Administrative extension of the Finanes 
Branch with regard to the analysis of budgets 
and financial statements of school boards 


The sharing of responsibditities with the Finance Branch 
was one of the first agreements concluded between an 
administrative unit cf the-Department and the Regional 
Bureaux Service. 


Objectives: 
—To exiend the Financial Analysis Service in each 


nage: 
n dis 


cation of the budget ma 

i y re ome tne school boards in 

CUSSION, informatic n and counselling; 

+-To advise and inform the Finance Branch as con- 
cerns revision and improvement of fiscal policies; 

— To demonsirata to the school boards that the budget 
is a management tool which makes it possibie to 
set short and long-term objectives, and to improve 
the administrative and educational organization to 
make the best possible use of budgetary regulatioris. 

Achievements in 1971/1972: 

— Tecnnical assistance to the school boards for the 
preparation of tne 1971/1972 budgets and the 1959/ 
1970 and 1$70/1971 financial statements; 

— Analysis of the 1971/1972 budgets by the regional 
bureaux which must see that they comply with the 
budgetary regulations, that tne necessary authori- 
zations have been obtained and that ali pertinent 
information has been aposnded; 

— Transmission of recommendations to the Finance 
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Branch for forecasting regional adaptations to the 
budgetary regulations; 

— Preliminary analysis of the 1959/1970 and 1970/ 
1971 financial statements and of the formulas for 
self-sfandardization, to verify the consistency of the 
information, as weil as the accuracy of the admis- 
sible and non-admissible sums for grants. 


Project: 


—To evaluate the program so as to ensure greater 
decentralization of the school boards. 


10.5 Extension of the Higher Education Branch 


in relation to teacher probation 


During the year 1969/1970, the regional bureaux col- 
laborated in each region with tne Higher Education 
Branch in experimentation with the probation system 
advocated by Regulation No. 4 of the Department of 
Education. 


Following the positive results of this project, the agree- 


ment was renewed and eacn regional bureau set the: 


probation system into operation. 


Objective: 
— To ensure the application of the teacher probation 
system: 
* Setting up integration, aid and assessment m2ch- 
anisms; 
«Gathering information from the probationists and 


the respondents, as welt as the bodies involved in. 


the administration of the prodation system; 
*Implementing necessary or useful leadership and 


supervision methods for the carrying out of proba- 


tion periods in the schools; 
°Establishing communication and feedback mech- 
anisms. 
Achievements in 1971/1972: 
— Information campaigns in the schoois; 


— Preparation and updating of a list of the schools 
where there are oificers responsible for probdationists 
as well as of a list of probationists; 


— Control of the formation of probation committees; 

— Visits to the schools concerned; 

— Supervision of the evaluation phase; 

— Evaluation of an annual report on the probation 
operation. 
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Project: 

— To ensure the implementation of the probation sys- 
tem in each of the regions served by the regional 
bureaux. : 


10.6 Extension of the Continuing Education 
Branch with regara to the organization of adult 
education in the regions 

The person in charge of continuing education in each 
regional bureau acts as an educational development 
ofticer in his adminisirative region. His work in leader- 
ship compiements that of each of the other members of 
the school system. 


Objective: 
— To exiend the Continuing Education Branch in each 
region: 
°By assisting the Continuing Education Branch in 
the application of its policies in the schools by the 
rational use cf the human and financial resources 
of continuing education and the regional bureaux; 

*By establishing eHicient communication between 
tre Departmert and ihe schools so as to transmit 
information recuiany to the Department and to 
inform the scrcos of the policies of the Desart- 
ment; 

* By making an evaiuation of all the services provided 
in the regions and to the adminisirative units. 

Achievements in 1971/1972: 

— Estabiishment of and participation in a regional cam- 
mission for vocational training in each region; 

—- Participation in a regional cornmittee for the distribu- 
tion of courses within the framework of the region- 
alization of vocational options; 

— Regional supervision of the material and academic 
organization of adult education; 

— Coordination, supervision and consultation in the 
community as concerns programs and examinations 
for adults; 

— Regional participation in special projects such as 
Sesame, the regional study committees and opera- 
tion ‘Continuing Education”. - 

Project: 


— To ensure the participation of the regional bureaux 
in each vocational! training commission, as repre- 


sentatives of the Department of Education in the 
region. 


10.7 Extension of the Management Branch with 
regard to the Labor Relations Service 

Since the creation of the Labor Relations Service at the 
time of the first provincial agreement with the teachers, 
the regional bureaux have been called upon to col- 
laborate closely with its activities. A central unit elab- 
orates policies, regulations and standarcs while the 
regional bureau extends its activities at the regional 
level. 


Objective: 
—To extend the Labor Relations Service in each 
region: 

*By providing technical aid to school boards in the 
region for teacher classification and upgrading of 
this classification according to the criteria of 
Regulation No. S and the manual for evaluating 
schooling; 


* By participating in the process of classifying teach- - 


ers and personnel affected by agreements or col- 
lective agreements; 

*By counselling the school boards on the reguia- 
tions establishing salaries; 

¢By checking and correcting, where necessary, the 
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number of teachers provided for in agreements or. . 


in collective agreements, by studying the special’ 


cases and by giving the Labor Relations Service the 
necessary recommendations; 

-By helping the school boards recruit the required 
personne! and by referring the teachers to the ap- 
propriate placement offices, especially to the 
Quebec Teacher Placement Bureau. 

- By urging the school boards to regularize cases of 
teachers who are not legally qualified; 

*By working to solve locally all problems resulting 
from the application of an agreement or a collective 
agreement. 


Achievements in 1971/1972: 


— Information to the school boards on the interpreta- 
tion and application of the agreements and to the 
Department on the difficulties encountered in the 
application of the provincial agreements; 


— Technical aid to the school boards for provisional 
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classification of teachers and the updating of their 
files; preliminary study of requests for reevaluation 
of files; supervision of provincial classification op- 
erations; 

— Technical assistance to school boards for the cal- 
culation of salaries due under agreements; and the 
calculation of the authorized number of teachers and 
employees; 

— Liaison between the Quebec Teacher Placement 
Bureau and the school boards. 


Project: 


— To continue the development of the duties required 
by this extension. 


10.6 Extension of tha Data Processing Service 

with regard to the gathearing of statistics 

The responsibility of coliecting statistics for September 

was entrusted to the regional bureaux in order to reduce 

the number of errors in the forms and to see that tn 
deadiines were mat. These statistical summaries con- 
cern ine schoois’ siait and students. 

Odjective: 

- see that the Data Processing Service receives 
ine statistical recorms to be drawn ua by the school 
Oo0ards and orivate institutions by the end cf Sep- 
tember of eacn school year. 

Achievements in 1371/1972: 

— Contro! of receipt of statistical summaries; 

— Action in cases of late returns. 

Project: 

— To increase the eficiency of this operation by reduc- 
ing errors and the time necessary for gathering 
Statistics. 


10.9 Resional planning, coordination and con- 

ceried aciion of student services 

There has been greater participation by the regional 

bureaux in this program and it is done in liaison with tne 

Education and Student Ajfairs Group of the Planning 

Branch and with the regional structures set up by those 

responsibdie for student activities. 

Objectives: 

—To enatie the regional bureaux to play an inter- 
meciary regional role in assistance to central and 
local bodies; 
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—To increase the efficiency of the Denartment of 
Education in its relations with students by decentral- 
izing the funciions of the central administrative units; 

—To establish coordination between all persons in- 
volved in student affairs. 


Achievements in 1971/1972: 


— Concered action and collaboration with the regional 
authorities of other departrnents concerned with 
student services, in the capacity of dev2lopment of- 
ficers for student activities and individual and col- 
lective services tc the students of the region; 

— Difiusion of information, as liaison agent between 
the schools and the Education and Student Afiairs 
group, on the regulations and the norms of the De- 
partment as concerns stucent Services, as well as on 
school problems, recommendations, grievances and 
experiments; 

— Participation, as planning agent, in the formulation 
of general policies as a member of the provincial 
committee; ; 

— Regional leadership and coordination ‘in student 
affairs. 


Project: 


—To ensure the development and extension of this 
program. : 


10.10 Participation in regional development 
within the framework of the regional adminis- 
trative conferences and of regional pleaning 
missions, and by the establishment of interra- 
gional sad interdenarimantal sersinars 

Due to their location and their frequent contacts with 

the milieu, the regional bureaux are ina position to pin- 

point the educational needs and the prodlems of the 
regions they serve. A certain numoder of regional bu- 
reaux have attempted to organize committees, group- 
ing the persons responsible for education, representa- 
tives of the economic sectors and representatives of 
other departments in order to find solutions to pradiems. 

Objectives: 

—To ensure the participation of the Decartment in 
regional planning and concerted action on the part 
of the regional administrative units as concerns d2- 
velopment and planning; 

—To encourage the community to participate in har- 
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monious development oi the school system by en- 
couraging the creation of regional bodies for con- 
certed action and the coordination of education. 


Achievements in 1971/1972: 

— Participation of the Rimouski Regional Bureau at the 
Administrative Conference cf ihe Lower St. Lawrence 
Region (Conférence adminisirative régionale du Bas 
St-Laurent): } 

— Realization of interdepartmental projects by the 
Rimouski Regional Bureau; 

— Participation in regional development with the Mont- 
real Area Development Commitiee (CDRM) in Mont- 
real: the Regional Deveitcoment Mission (MIDER) in 
the North-Shore region; the Ecucation Planning Mis- 
sion (MIPE) in the Eastern Townships; 

— Establishment of regional seminars for interdepart- 
mental action in Sherbrooke, Hull, Trois-Riviéres 
and Chicoutimi; 

— Establishment of regional seminars for concerted 
action at Giff2rent leveis in Sherorooke, Hull, Trois- 
Riviéres and Chicoutimi. 


Project: 

—-To establish new seminars for concerted action to 
coordinate ihe cevelooment of education in each of 
the recicrs. 


10.41 Setting up cof provisional councils and 
pregrams of assistance for the new school 
boards according to Bill 27 on the recrouping 
of school tearcs 

Since the implementation of Mission 27 in April 1971, 
each bureau has formed a recional team especially 
trained to act as information and liaison agent with the 
community. 

These regional teams have since ensured the neces- 
sary follow-up from July 1971 to July 1972 by the ap- 
plication of Bill 27, in ccttaboration with the Federation 
of Catholic School Commissions of Quebec. 


Objectives: 

— To ensure the setting uo of the provisional councils 
of the new scnceo! coards according to the date 
specified in Section 93 of Bill 27; 

— To control the appiicaiion of the provisions of Sec- 
tion 102 of Bill 27 according to the set time schedule. 
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Achievements in 1971/1972: 

— Assistance to the new school boards by setting up 
provisional counci!s before September 15, 1971: 

— Systematic information at the level of each school 
territory; 

— Information and assistance to the provisional coun- 
cils as concerns their mandate under Section 102 of 
Bill 27; 

— Gathering feedback from the milieu on the problems 
encountered so as to permit the Department and the 
steering committee to reorient their action. 


Project: 
— To proceed with an evaluation of the cperation. 


10.12 Creation and develoement of informetion 
and documentation centers in the regionai bu- 
re2ux 
The regional bureaux have always played an important 
role in the exchange of information between the Depart- 
ment and the community. The agreement of 1971 on the 
methods of collaboration of the regional bureaux with 
the Information Service was renewed in 1972. Another 
agreement is being drawn up with the regional bureaux 
of the Department of Communications. 


Objectives: 


-—-To esiablish and develop information centers to in- 


form the miticu satisfaciorily and to gather pertinent 
information for the Department; 

— To decentralize the sources of information to ensure 
greater access for the public to useful information; 

— To esiablish a feedback system to make known the 
reaciion of the milieu as concerns the general poli- 
cies and the administrative decisions of the Depart- 
ment. 

Achievements in 1971/1972: 

— Development of reception, information and docu- 
mentation centers in Trois-Rivieres and Montreal; 
— Setting up of information and documentation centers 

in other regional bureaux; 

— Systematic information to the school boards and the 
community in ceneral on the contents and implica- 
tions of Bill 27 from April to July 1977. 

Project: - 

— To intensify the development of information in all 
the regional bureaux. 
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